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INTRODUCTION

Transparent budgets
The concept of a ‘democratic deficit’ with falling voting levels and a loss of faith in the political process is a growing reality for both national and local government. If local authorities are to maintain their legitimacy it is critical that they find ways of re-invigorating local democracy.  Salford has taken an important step by establishing a series of Community Committees to facilitate the involvement of local people.  However, there is still much to be done to make sure they are truly an effective, inclusive and transparent mechanism for community participation. 

One way of addressing the challenge is to develop clearer links between community priorities and the way resources are allocated by the local authority.  Salford began to open up its budgetary decision-making in 1996 when it embarked on a process of consultation with the public on its budget proposals.  
‘Participatory budgeting‘ (PB) is a process pioneered in Brazil and used by local authorities throughout the world.  It is a set of processes for involving residents in the budget-setting, departmental planning and service delivery processes of a local authority.  The Budget Matrix is a core element of PB, it is a table that converts locally generated priorities and ideas for investment into financial allocations to be used by delivery agencies.  Key features of PB include:

· Clearly defined geographical areas, which facilitate decision-making and service delivery.  

· The development of popular city-wide discussion fora to involve local people in developing strategic priorities and targets as well as monitoring and evaluating on-going activity in a way which complements existing democratic structures.  

· A widely understood annual cycle for consultation to provide a framework for both local authority and community activity.

· A network of voluntary and community organisations working to build the capacity of local people to play an active part in this process. 

There has been discussion between Community Pride and Salford City Council about the potential of PB in Salford over the last two years.  This culminated in a proposal for this pilot study, which was approved by senior Members and Officers in July 2002.  

Over the last few years significant interest in the idea of PB has developed across a wide range of government agencies, academic institutions and voluntary sector agencies in the UK and beyond, including the Neighbourhood Renewal Unit and the Audit Commission.  The UK is clearly a different context to Brazil and further work needs to be done to analyse the opportunities and challenges of implementing this approach.  To our knowledge, this is the first pilot study carried out with a local authority in the UK, so the findings will also be of interest, to a national and international audience.
Objectives

The aim of this study was to enable Salford City Council to explore a new approach to tackling poverty and social exclusion by re-invigorating local democracy in the city.  Specific objectives were 

1. To develop a hypothetical Budget Matrix for Salford to explore existing priorities and themes as set out in the Salford Community Plan

2. To explore how the Budget Matrix might integrate with the community planning and budget cycle processes

3. To evaluate the opportunities and challenges presented by this analysis with a view to incorporating a more participatory approach to Salford’s budget cycle.
Methodology 

Analysis of key documents including the Community Plan and Community Actions Plans was followed by a number of semi-structured interviews with senior representatives from service directorates.  The following departments participated in the study: Strategy and Regeneration, Corporate Services, Housing Services, Environmental Services, Development Services, Education and Leisure, and Community and Social Services.  We explored the following questions with all seven directorates:

1) How do directorates operate in respect to the budget cycle?

2) How do directorates operate with respect to Community Action Plans and local service delivery?

3) To what extent do directorates have any flexibility in spending, especially in terms of new investment?

4) How do directorates feel PB might impact on their budgetary processes?

5) Do directorates have any ideas where funding could be drawn from to fund a PB process? 

The study did not include a remit to consult directly with local communities in light of raising expectations.  Instead we met with the team of Neighbourhood Co-ordinators to discuss their ideas on the applicability of a ‘classical’ PB model to Salford.  

The study was co-ordinated by Community Pride Initiative working in partnership with a Study Working Group, who met on a bi-monthly basis to guide the direction of the study.  Members of the group included Officers and Members from Salford Council and Research staff from Community Pride.

KEY FINDINGS

Response from directorates

Our proposals were received with interest by departments, with a number of critical questions raised.  The following are direct quotes from directorate representatives. 
Support for a PB process
Critical questions:

This could be a useful planning tool, helpful in developing partnerships between departments.
What is the dividing line between participatory and representative democracy?

The themes in the matrix fit well with Community Committee priorities.
Councillors need to have a good understanding of their role in the process.

A detailed one-off consultation is more coherent than the present system, it would formalise what is already happening in many areas.
There is some cynicism that user involvement is just rhetoric and not a real government priority.

It would give a logical, cohesive framework for making sensible investment decisions.  Now is as good as time as any to begin implementing it.
It could be just another initiative which does not deliver.

This could be a useful mechanism for re-defining priorities between Community Committee areas.
Revenue and capital budgets are not held separately so it can be difficult to identify a pot of investment for PB

It could be a useful way to check whether the assumptions we make about what people want are accurate, or not.
It needs to fit into existing structures and not reinvent the wheel.

The Council has used ranking processes to make decisions which was very helpful.  PB could build on this useful approach.
Silent services like Trading Standards and Food Safety could be excluded.


It seems like a sound idea, but where will the money come from?


Who will explain the meaning of the themes to the public as there is room for political manoeuvre in the way they are presented?

Objective 1: Develop a hypothetical Budget Matrix for Salford to explore existing priorities and themes as set out in the Salford Community Plan

Decision-making with a budget matrix

A budget matrix is a table that converts locally generated priorities into financial allocations which delivery agencies can use to develop strategies.  The matrix focuses on an identifiable pot of money for investment.  This could be a particular regeneration pot such as the Neighbourhood Renewal Fund, or a combination of a number of pots such as small proportions of departmental budgets.  

One of the main aims of this study was to develop a budget matrix to direct spend on a hypothetical £1 million in Salford.  A matrix has been developed and copies of the spreadsheets are enclosed with the study findings.  The matrix has been developed by following a number of steps which are outlined in summary below:  

Local priorities

The matrix is driven by the generation of local priorities and project ideas.  Local community groups would be asked to rank different themes against each other in order of their perceived importance in their local area.  At the same time they propose projects or issues that need to be addressed.  For the purposes of this study we made the following assumptions: 

· That the local areas are Salford’s 9 Community Committee areas. 

· That the themes are the seven themes set out in the Salford Community Plan

· That local priorities are derived from the descriptions of each area in the Community Plan (rather than from a series of consultations with community groups to rank their priorities in a live PB process) 

· That local priorities are ranked from 5 (highest) to 1 (lowest) meaning that 2 themes receive no score.

Financial allocations

By adding up the scores in each area a City-wide priority has been generated, which then translates into a financial allocation.  Adjustments have been made for population and for deprivation (the Index of Multiple Deprivation was used for the purposes of this study, but other options are available).  A table has been generated for each theme, and the results of these are incorporated into a final table for all the themes and areas across the city, outlined below.

AREA
Healthy City
Safe City
Learning and Creative City
Valuing Children and Young People
Inclusive city, with strong communities
Economic prosperity
Environment and housing
Overall

Broughton and Blackfriars
18%
22%
16%
13%
17%
13%
7%
15%

Claremont, Weaste and Seedley
8%
7%
9%
5%
6%
7%
4%
6%

Eccles, Winton, Barton
13%
13%
13%
16%
15%
18%
13%
15%

Irlam and Cadishead
9%
12%
6%
7%
6%
4%
3%
7%

Kersal, Pendleton and Charlestown
16%
16%
15%
7%
9%
17%
14%
13%

Little Hulton and Walkden
10%
8%
13%
17%
15%
8%
14%
12%

Ordsall and Langworthy
14%
12%
16%
13%
13%
18%
19%
15%

Swinton N&S, Pendlebury
7%
6%
8%
15%
13%
6%
11%
10%

Worsley and Boothstown
5%
4%
5%
7%
6%
11%
14%
8%









100%

Planning process

The matrix for Salford demonstrates how the Local Authority could develop a clear process for translating local priorities directly into service planning.  At present there is no transparent and systematic process from consultation to identifiable local action.  PB can provide this mechanism and its implementation could serve as a real incentive for Salford residents to get involved to ensure services meet the needs of their community. 

A pot of money for investment
The focus of PB is to enable local people to get involved in the decision-making process around investment budgets.  In Brazil a number of actions were taken to create a pot of investment for the PB process.  These included top-slicing departmental budgets over a number of years, and increasing taxation.  While the taxation option is not possible in the UK context (council tax levels are limited by central government), this study was an opportunity to explore the options available for creating a budget in Salford.  While the results are specific to Salford, many of the findings will be similar to other local authorities in the UK.  

Top-slicing directorate budgets
One option for taking PB forward in Salford is for each directorate to contribute a small percentage of their budget to an investment fund.  The fund would be spent according to the results of consultations with local residents, which would be translated into financial allocations by a budget matrix.

Most departments stated that this would be difficult to do due to a number of factors which are discussed below.  However, it is critical to note that funding for the current system of devolved budgets (to be spent in each Community Committee area) was taken from the mainstream budget.  So experience shows it can be done with the right level of political will. 

In a climate of cuts, a number of factors must be taken into consideration when trying to identify a pot for investment.  Salford is similar to many local authorities in the UK in having few areas of flexibility in its budgets.  Much of the existing budget is tied to personnel commitments, and centralised control over resources in Westminster is well recognised.  A significant proportion of new central government funds are targeted towards key policy agendas like education, and much funding is ring-fenced for specific initiatives such as Sure Start or Connexions.  This means that additional money does not always give the council more flexibility in service planning. 

The City Council must also take a range of statutory obligations and government performance indicators into account when deciding where to target its resources.  This means that the first priority for funding is for services that the Council has a statutory duty to provide.  Indeed some departments stated that they were wary of not meeting these obligations due to a lack of funds.  Local authorities must also meet around 150-200 central government performance indicators, so meeting these is another priority.  These are the standard on which they are judged, and if they are not successful they will be named and shamed.  

Departments keep within limited budgets by reducing services or by developing efficiencies.  A number of examples of how priorities are determined were outlined to us during the study.  In the case of the Highway Maintenance Department, the budget has been top-sliced so the department increasingly deals with emergencies.  This means delays for planned work, resulting in a negative image with the public.  In the case of Social Services, the number of service users and the unit costs are rising each year.  Statutory obligations must be met, which means less capacity for funding infrastructure resources like community centres.

The cost of auditing on management time was also raised is an issue for consideration.  One of the advantages of the budget matrix is that although it skews resources towards deprived areas, each area is allocated something.  However, if small amounts of money are put out to tender the administration costs could be higher than the value of the tender, but if this is not done then questions of financial probity could be raised.  

This study has highlighted the need for more detailed analysis of the potential for pooling budgets to feed into a city-wide budget matrix.  But early indications suggest that it could be done with the right level of political will.  If the budgetary constraints that the City Council faces are not communicated in an accessible format to the public, then participation and trust in consultations will drop as people become more cynical that they are not listened to.  PB can provide an opportunity for communities to discuss public resources.  It serves as a format for them to make realistic suggestions for change that the Council can take forward.

An extended devolved budget

A second option for taking PB forward in Salford is to extend the current system of devolved budgets and to implement a PB process for processing priorities into action.  

The strengths and weaknesses of the present system, and the options for PB to build on this are discussed below.  

Departments outlined how a system of devolved budgets of £1 per head were introduced for all the Community Committees in Salford.  Departmental budgets were top-sliced to create a fund of around £250,000, which is currently distributed on a per capita basis.  The funds are effectively a small grants pot, which community groups can apply to. 
Devolved budgets are a good example of autonomous resources, which can be spent according to local needs.  Community Actions Plans provide a loose mechanism for linking funds to local needs, although more clarity is needed.  At present the budget could provide an incentive for local people to articulate their priorities to Community Committees, but a number of barriers exist.  These include the small size of the budget and some evidence that funds have not all been spent in recent years.  Concerns about mainstream service provision being taken away where local money is spent were also expressed to us.  Finally, there is considerable evidence that the formal nature of Community Committees serves as a deterrent to many local people.  The lack of a coherent system for feeding priorities into spend is a weakness in the present system.  

Neighbourhood Renewal Fund

A third option for an investment pot is to use a PB model to drive the NRF spend across the city.  The City Council have developed a Neighbourhood Renewal Strategy which sets out their plans for spending this resource, but in the future there could be greater links between the Community Action Planning process and the Neighbourhood Renewal Strategy.  The NRF could be used in this context as a potential investment pot.

Objective 2: Explore how the Budget Matrix might integrate with the community planning and budget cycle processes

Community planning 

Consultation

There is growing national and local government emphasis on consultation with user groups and the general public, and Salford has made considerable efforts to find out what services its residents want.  However, unlike many stated objectives of the Council, the proportion of resources dedicated to consultation and community participation cannot be easily identified within directorate budgets.  It is therefore difficult to establish accurately to what extent Salford makes consultation a priority in reality.  This figure would be more easily identifiable under a PB process where a clear percentage of the budget would be directed by community participation.  

Despite much progress, consultation in Salford is largely seen as a way of informing members about the views of local people to enable them to act on their behalf.  Like many local authorities, Salford has focussed its efforts on carrying out consultation and given less thought to developing a clear and transparent process for translating the findings into service plans.  Consultation is currently carried out on general priorities as well as micro-level issues such as local demolition plans.  Some departments identified the need for specific user-focus groups, including for example Social Services who consult with adults with mental health needs and their carers.  It is clear that the capacity and commitment towards engaging with service users varies from directorate to directorate and the Audit Commission have reported that some consultations lack focus.  Many consultations are one-off events or part of a wider government initiative, but an annual timetable for surveys is now being developed across the Council.  

At present, much consultation is done further down the line when the majority of decisions about spend have been made.  For example, residents are likely to be consulted on where traffic calming measures should be implemented in their road, rather than whether traffic calming is more important to local people than CCTV cameras, for example.  Departments have learned that consultation findings are very much determined by the questions asked.  Development Services explained that if you ask people whether they would like flags or tarmac on their pavements, they usually answer flags, which are more expensive and less durable.  However, if you ask them whether they would like a short or a long-term solution to pavements which pose a trip hazard, they may choose tarmac as it is more durable.  Consultation needs to move from a one-off, one-way process towards an on-going process where communities are able to choose priorities with a clear understanding of the cost implications.  

On the other hand, more general consultation can bring out the flavour of people’s priorities in a local area but it can be difficult to get people to look at specifics.  Consultations can result in a list of problems rather than a wider reflection on the quality of services over the year, and an opportunity for people to have an impact on the planning process.  One of the most important questions to be asked is “what should the Council not do?”  People are used to making these kind of decisions at the household level but find it difficult in terms of council spend.  

Added value from PB

PB sets out a cycle of consultations to be held at the same time each year.  People rank their priorities for action and make recommendations for projects according to a number of themes such as a safe city vs. a healthy city.  These results are fed into a budget matrix and financial allocations are created.  A number of delegates are voted onto a PB council or committee which meets to match projects with resources according to the funds available.  

Some good practice has been developed that PB could build on.  For example, in the NDC process in Charlestown and Lower Kersal, scenarios were used to help people prioritise at the local level, which was helpful.  However, there was no clear process for linking their ideas to funding decisions.  In this situation community engagement will have a limited impact and local people will become increasingly cynical if they can’t easily identify outcomes from their efforts.  

One of the aims of PB is that local investment will begin to influence the mainstream council budget.  The NDC process has shown some evidence that community planning can influence mainstream spend.  In this case, a number of health initiatives were piloted at the local level with regeneration funds and are now under mainstream Council provision.  

Role of Community Action Plans

Community Action Plans (Action Plans) are a useful community planning mechanism and they set out a range of proposals to be implemented at the Community Committee level.  In addition to providing services at the neighbourhood level, it is intended that Action Plans should influence the priorities of statutory and voluntary agencies as well as the city-wide Community Plan. Action Plans are developed following consultation events with local people.  They cover a three-year period and are reviewed each year.  

The Action Plans could play an important role in a PB process for a number of reasons.  Firstly, Community Committees cover nine clear geographical areas.  Secondly, they could be a vehicle for translating local ideas into service delivery.  Finally, the Council are experienced in working up ideas generated from Community Committee structures - like Action Plans - so this area of technical expertise already exists in Salford.  

Although Action Plans have great potential as a useful planning tool, more work needs to be done on building a clear process for incorporating local people’s priorities into the planning process.  Some Action Plans have project ideas with costs attached and others do not.  Some have timeframes, and identify the agency responsible for implementing the action, and others do not provide this information.  In most of the Action Plans it is not clear which are the priority projects or whether the responsible agency has made a commitment to implement the work.  There is no explanation of how the plans are put together, or how they link with public consultations.  

A number of directorates have crude systems in place for assessing their responsibility for projects identified in Community Plans.  However, because there is no indication of priority, it is left up to the departments to choose which ones they will implement.  There may be a need for technical advice from departments (such as cost implications, statutory obligations) but this needs to be a two-way process where communities can review their priorities with greater information to hand.  While communities can bring local knowledge to the action planning process, directorates can bring a longer-term perspective to the discussion.  For example, dereliction can lead to better quality homes in the future but affected people may need concrete information about their options before they can support these proposals.  The Community Strategy team have identified many of these problems and are currently implementing a programme of work to address them (‘Developing Community Action Plans and the Community Strategy’, 14th January 03).  The majority of directorates stated that they had a good understanding of local needs but accepted they needed to find new ways of translating them into specific projects with a budget attached.  Community Action Plans could be a useful vehicle for doing this.

Budget development 

Present system

Local authority budget development is often viewed as a very technical process, which is only of interest to bureaucrats in the Town Hall.  In fact this process is critical to the development of public services in Salford and should be of interest to all residents (service users).  PB has shown that linking people’s ideas to real resources can be a real incentive for them to have a say in which services are delivered in their local area.  

Salford has taken a number of important steps to inform local people about its spending plans.  However, the current system of consulting about proposals for the entire budget has elicited a limited response and only a handful of written responses are received each year.  There are a number of reasons for this apparent lack of interest, including a short timeframe for response.  It is also the reality that a good understanding of the budget development process and a familiarity with Council documents is needed in order to be able to respond.  Eliciting a large number of individual responses is unrealistic in this context, and there is no method for assessing whether consultation actually has any impact.  From the City Councils’ perspective, overall consultations on the budget are difficult because people expect the movement of resources to be a simple process.  In fact, some cuts are easier to make but politically difficult, while others are politically easier to make but more difficult to implement in practice.  

Added value from PB

PB could strengthen the Council’s budgetary development process by providing an opportunity for residents to understand the budgetary process and to debate the main implications for their area.  Consultations could be held at the Community Committee level prior to a city-wide public event.  The City Council would also be aware of local issues of concern through its analysis of the PB spend.  As described above, a number of links are being made with the Community Action Planning process, opportunities exist for these to be built on.  These are outlined in the next section.  

Objective 3: Evaluate the opportunities and challenges presented by this analysis with a view to incorporating a more participatory approach to Salford’s budget cycle.

PB Framework
Opportunities
Challenges

Clear geographical structure 
· Community Committee areas

· Commitment to neighbourhood management (in Neighbourhood Renewal Strategy)


· Need to rationalise areas with other public budget holder e.g. the police and NHS

· No clear link to Community Committees on the City Council website.

Clear structure for consultation
· Community Committees and neighbourhood management can promote local dialogue 

· PB could bring coherence by consolidating consultations.

· First steps have been made through an annual budget consultation. 

· Neighbourhood Co-ordinators and Community Organisers are a well-placed resource.
· Consultations are ad hoc at present

· Formality of Community Committees is a barrier to community involvement

· No clarity on how consultation feeds into Community Action Plans

· Resources would be needed to implement the consultation side of PB

· Low response to city-wide budget consultation 

Clear annual cycle for consultation
· Development of Community Action Plans to be linked to directorate service planning by Community Strategy recommendations. 

· Surveys across the Council are to be standardised in an annual cycle.
· No clear annual cycle exists

Sources of funding for PB
· A pot for investment could be created by top-slicing departmental budgets over a few years.

· Neighbourhood Renewal Fund and/or other regeneration spend could be directed through a PB process.

· The devolved budget could be extended and directed through a PB process.

· Funds could be found through the Best Value Review process i.e. PB could reduce duplication of consultations.  

· Central government could contribute to an investment pot to promote its citizenship and participation objectives. 
· Statutory obligations and performance indicators limit “free” money available for developing an investment pot.

· Creation of investment pot dependent on political will.

· Ring-fenced nature of some funds e.g. to education or specific infrastructure projects. 



Applicability of local authority structures
· Some political will to support a PB process.

· Understanding of the need for initiatives to revitalise local democracy and participation to respond to low electoral turnout.

· Growing culture of pooling resources to meet strategic needs, e.g. the Youth Action Key Fund.

· Technical expertise for working up local ideas into costed projects exists within departments.


· Community Plan themes are not clearly linked to service delivery departments.

· Statutory obligations and performance indicators limit the flexibility of departmental service planning.

· Controls imposed by Central Government limit the flexibility of local authority service planning.

· History of departments competing for resources.

· Community Committee areas are not linked to service delivery areas.

Political implications
· Councillors could be central players in the PB process and improve their local mandate.  

· PB could promote more constructive consultation as communities understand the budgetary constraints politicians face.

· Opportunity to demonstrate real commitment to participation agenda. 
· Debate about participatory or representative democracy and a fear that PB could undermine role of councillors.

· Need objective arbitrators to ensure confidence in the PB process.

Capacity of voluntary sector to support communities to participate
· Community Network for Salford provides a critical foundation for action.

· Neighbourhood Co-ordinators are a valuable resource. 

· Community Development teams and Community Organisers are well placed.
· Limited overall capacity at present.

· More work to be done on education around public budgets. 

PROPOSALS FOR ACTION 

Objective 3 has explored the opportunities and challenges of the context for developing more participatory forms of budgeting in Salford.  Through this study a number of proposals have been developed that the City Council can use to take the process forward over the next 12-18 months.  

Both the Budget Matrix and Community Action Plans can be used to inform the extended devolved budget and the mainstream city-wide budget.  Consultation around both these budgets would benefit from being linked to a clear annual cycle.  It is suggested that residents would become familiar with the consultation events to be held in their area each year.  A proposed structure for doing this is outlined below.






1. Community Action Planning
As discussed above, the City Council are taking forward a number of recommendations to improve Community Action Plans.  Developing a more participatory approach would enable the Council to widen its consultation process and provide a clearer mechanism for linking project ideas with available funds.

APRIL /MAY
Neighbourhood meetings: Towards the beginning of the financial year community groups in Salford would be invited to discuss the Council’s budget development process at a series of local meetings. The meetings would be facilitated by Neighbourhood Co-ordinators and/or the local voluntary sector.  An exercise would be carried out where participating groups discuss local “issues” of importance and rank a number of key themes according to their priority.  The seven themes would be taken from the Salford Community Plan.  Project ideas to be implemented at the local level would also be identified at this time, providing a pool of locally significant projects for commissioning through an extended devolved budget.  

It is critical that a wide cross-section of people are involved in establishing priorities, in particular from marginalised groups. It would be expected that, after a period of familiarisation, broader involvement in the process would occur.  These local meetings would provide a good opportunity for councillors to discuss with groups the most significant issues in their area.  In light of limited capacity within the Council and the local voluntary sector, existing meetings would be used wherever possible.  The emerging Salford Community Network will be a useful player in this process as it develops and becomes more effective. It is critical that councillors, Neighbourhood Co-ordinators and voluntary/community groups all have a clear understanding of their role in encouraging participation at this time. 
JUNE/JULY

Community Committees: Participating groups from the neighbourhood meetings would be invited to send delegates to a meeting of their Community Committee.  The objective is to give them an opportunity to track the progress of their “priorities” and feedback to their neighbours. Projects and priorities from all the neighbourhood meetings would be given to Community Committees for incorporation into a Community Action Plan.  At this stage, a short list of the submitted “project ideas” would also be chosen by the Committees and sent to directorates for initial technical assessment.  
AUGUST/SEPTEMBER

Directorate review: Departments would review the proposed projects and provide an initial technical assessment.  This would include an analysis of the organisational, logistical, legal and financial implications of the project.  These would be fed back to Community Committees.   

Community Committees: Key project ideas would be worked up into a Community Action Plan as usual.  This would be approved at Community Committee in time to influence the directorate service planning process.  

OCTOBER/NOVEMBER

Directorate service planning: Directorates would incorporate relevant activities from Community Action Plans into their service plans, where resources are available. 

DECEMBER/JANUARY

Community Investment Plan: Projects identified in the Community Action Plan are pulled together in a Community Investment Plan for each Community Committee area.  This will be an appendix to the Community Action Plan and will include projects to be funded through the devolved budget as well as through mainstream budgets. 

FEBRUARY/MARCH AND FOLLOWING YEAR

Mainstream service delivery: This is carried out by directorates or other service providers.  Community Committees are responsible for monitoring and evaluation in their local area.  

2. Extended devolved budget
Under the present system of devolved budgets, a bidding approach is essentially used where community groups apply to the Community Committee for funding.  However, a piecemeal approach like this does not create an opportunity to tackle issues in a strategic way according to priorities identified by local residents.  Neither does it influence mainstream service provision.  Using the above process, Community Committees can begin to plan and commission projects under various themes when they know how much money they have been allocated. 
APRIL/MAY

Pot for investment: Linking Community Action Plans to an extended devolved budget is critical in building greater participation in budget planning.  During discussions for this study the Director of Corporate Services indicated his support for an additional £750,000 to be added to the devolved budget.  This is currently around £250,000 and the additional funds would bring the total to £1 million. It is proposed that some of the existing devolved budget (currently allocated according to population) is maintained as a small grants pot for each Community Committee area.  T

The City Council has already had some success in pooling budgets to tackle issues in a more strategic way.  The Youth Action Key Fund is one such example.  It has been used to provide services for young people across the city, using funds from a range of sources including SRB, Children’s Fund and Connexions.  A total of £225,000 has been spent across Community Committees since 2002.  The aim is to pool and manage budgets in order to maximise flexibility, responsiveness and outcomes at a local level (“The Community Strategy and Preventative Work”). 
PB is an incremental process and additional funds can be added to the investment pot as they become available.  One of the strengths of PB is that as sources of funding are identified, a process has already been carried out to determine local priorities and guidance exists on how it should be spent.  This prevents the need for further consultation.
JUNE/JULY
Devolved budget steering group: It is proposed that an “oversight” or a Devolved Budget Steering Group is formed.  This will be made up of a single delegate each Community Committee, who would check that the consultation process had been carried out correctly.  A set of guidelines would need to be established to ensure common procedures are followed within each Community Committee.  The oversight group could play an important role in revising these guidelines on an annual basis, as the process develops over time.  

AUGUST/SEPTEMBER

Budget matrix: The next step is for the priorities from the neighbourhood meetings in all the Community Committee areas to be fed into a budget matrix. The matrix takes account of differences in population and deprivation across the city.  The devolved budget is divided between themes in each of the nine areas, according to financial allocations generated by the budget matrix. The allocations provide resources to implement projects identified with Community Action Plans, based on ideas generated at the neighbourhood meetings.  

Community Committees: Community Committees select the projects to be implemented in light of the financial allocations to various themes resulting from the budget matrix.  Details of these projects are passed over to directorates in order that they inform directorate service planning.  Directorates select the projects that they have the capacity to implement and the remainder will be passed back to Community Committees.

OCTOBER/NOVEMBER

Selection of projects: Projects which will not be taken forward by directorates are discussed by Community Committee sub-groups and commissioned through the extended devolved budget.  This is followed by a project planning stage.

FEBRUARY/MARCH AND FOLLOWING YEAR

Project implementation:  This is carried out by directorates or other service providers.  Community Committees are responsible for monitoring and evaluation in their local area.  
3. City-wide budget consultation
The City Council is keen to improve the response to its annual city-wide budget consultation, and exploring strategies for this was an integral part of this study.  A number of steps could be taken to make the consultation more accessible.  In particular, by strengthening local consultation and identification of priorities.  

APRIL/MAY

Budget briefing notes: In order for local people to be able to make realistic suggestions to improve service planning in their area, it is critical that they have a clearer understanding of the City Council’s budgetary development processes.  A number of approaches could be taken to improve local peoples understanding of funding streams and service planning.  These include the use of factsheets, websites, opinion polls and workshops to promote discussion.  These resources would be used during discussions at neighbourhood forums and Community Committees.

OCTOBER/NOVEMBER

Consultation document: Draft copies of the consultation document and departmental service plans should be made available in good time before the autumn Community Committees.  Although the Council is unaware of the final settlement from central government at this time, the document could outline draft proposals along with options for cuts or investments for an adjustment of 5% either way.  This has been successfully done during referendums on council budgets such as the one that was held in Milton Keynes.  

Link organisations: Formal links should be established between a number of voluntary/community organisations and relevant service departments.  This would enable the voluntary/community sector to make a positive contribution to local authority service and financial planning throughout the year.  Workshops could be organised each year by link organisations to discuss the critical issues for public services in each sector.  Briefing notes would be produced for each theme to highlight the key proposals, and important questions for residents. This would follow on from the neighbourhood forums and the Community Action Planning process over the summer, so it is hoped that residents would have a heightened awareness of budgetary issues.  

Community committees: The autumn Community Committee is an opportunity to discuss the implications of the city-wide budget consultation for each area.

DECEMBER/JANUARY

City-wide event: The area workshops described above would be followed by the Council’s city-wide budget consultation event.  The briefing notes would inform discussions.  Workshops should be tied closely to the consultation document in order to keep the debate focussed and constructive.  The findings of the Action Planning process could also be used to influence the mainstream budget by providing a clear indication of local priorities and issues of concern across the city. 

Scrutiny committees: In order for people to want to get involved in the city-wide consultation process, there must be a clear process for taking their views into account. One participant from each workshop group should attend the relevant scrutiny committee to ensure their response is considered, and to ask any questions.  A feedback mechanism needs to be found to keep participants informed of progress.  

FEBRUARY/MARCH AND FOLLOWING YEAR

Mainstream budget approved:  This is done by the City Council as usual.  

4. Study visit

Although PB is being used in local authorities in many countries, it is most developed in Brazil where it was first pioneered.  Community Pride have initiated a learning exchange with local authorities who use PB as well as voluntary sector organisations who support the process.  During a previous study visit in 2000 we focussed particularly on the technical approach and political implications of PB.  

A second visit is planned for September or October 2003 to explore in greater detail how local consultations link to service planning. The visit would be for a maximum of 10 days to the city of Porto Allegre, in the South of Brazil.  Meetings would be held with local authority and voluntary sector representatives.  The visit would be brokered by the Oxfam Brazil office.  Sending a delegate on this trip could be a good opportunity for Salford City Council to discover more about new ways of participatory working.  A representative of the Community Strategy team might be best-placed for this initiative.
Selection of projects 


Projects passed back from directorates


By Community Committee sub-group





Mainstream budget approved


By Salford City Council





Project planning


Projects are worked up further before implementation.





February


March and


following year





Project implementation


Monitoring by Community Committees


Budget matrix process reviewed each year








Mainstream service delivery 


By directorates


Monitoring by Community Committees





August


September





December


January





October


November





June


July





Consultation document 


RSG unknown so  published with various options for investment or efficiencies.











Link organizations


Focus groups held on key issues identified in the city-wide budget.





April


May





COMMUNITY ACTION PLANNING





EXTENDED DEVOLVED BUDGET





CITY-WIDE BUDGET CONSULTATION





Neighbourhood meetings


Identification of issues, priorities and projects





Pot for investment created


Starting at £1 million


Some small grants funding available.








Budget briefings 


Council budgetary processes


Results from Opinion surveys.





Community Committees


Collates issues, priorities and projects from neighbourhood meetings





Directorate review


Initial technical  and financial assessment





Community Committees


Prioritises projects


Develops and approves Community Action Plan





Departmental service planning


Relevant community projects  incorporated into service planning. 





Community Committees


Discusses feedback from directorates


Discusses city-wide budget 





Community Investment Plan


Links projects in Action Plan to resources.








City wide consultation 


Briefings on key issues and questions


Action Plans feed in.








Devolved Budget Steering Group


Monitors ranking exercise and matrix.





Budget Matrix


Links local priorities to financial allocations according to 7 themes in 9 Committee areas.





Scrutiny Committees


Representatives from city-wide event attend.








PAGE  
11
Produced by Community Pride Initiative
Email: mail@communitypride.org.uk

Venture Centre, 491 Mill Street, Openshaw, Manchester M112AD.  0161-2314111.


