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Summary and recommendations

Summary

1

Salford is situated on the western side of the Greater Manchester conurbation. It
has a population of 224,800, which is declining by about 1,000 per year. Two point

two per cent of the population are from black and ethnic minority communities. The
authority covers an area of 9,690 hectares.

The last 20-30 years has seen a changing employment picture with the loss of
traditional industry including the docks and manufacturing industry. Salford
contains areas of significant social deprivation and is the 28™ most deprived
Council area in England. There are areas of dereliction alongside highly acclaimed
regeneration areas on Salford Quays and major redevelopment/regeneration
activities including, The Lowry and Metrolink.

The Council has severe budget pressures and with some areas of the city
suffering from very poor health, housing, educational achievement and
employment prospects. The Council realises that this context makes it even more
important that it continues to drive improvements to provide a better quality of life
for local residents and uses best value as an effective tool.

Recently the Council has identified six pledges to the community, which the
Council intends to use to lead the corporate and service planning process.

Although the Council has implemented several major changes, it has experienced
some difficulty progressing and completing best value reviews according to plan
and is concerned about this. The district auditor identified this as a problem in the
audit of the best value performance plan 2001/2002. We inspected the Council's
best value processes to identify the factors limiting the effectiveness of the best
value process and to make recommendations for improvement.

Our conclusion is that although the Council has proven ability to improve services
and Councillors and staff are committed to service improvement, Salford City
Council has not implemented best value well. This is evidenced by delays in
completing reviews, delays in implementing improvements and a shared
disappointment across the Council about what best value has achieved.

The main causes of this failure to make the most of best value relate to lack of
strong leadership amongst the corporate management team, the need for
improved performance management systems and the need for improved
processes to conduct reviews.

Page 5 of 46




March 2002 City of Salford — Best Value Pracesses

8 The lack of leadership for best value is illustrated by:

4

*

*

the chief executive and directors failing to take a personal role in leading
reviews, allocating resources and monitoring delivery;

a similar lack of priority given to best value by the newly formed cabinet; and

a lack of action to ensure improvement plans are delivered as planned.

9 The need for improved performance management systems is illustrated by:

L 4

non alignment of service planning, financial planning and outputs from best
value reviews;

the directors’ meeting failing to receive and act on performance management
reports as a corporate team;

delays in gathering performance data and reporting it to the Council in time
for action to be taken to bring the achievement of targets back in line; and

the cabinet simply ‘noting’ the six month report on performance in

January 2002 that identified 52 per cent of indicators to be behind target with
no indication from the political leadership whether this overall picture is
acceptable, when improvement can be expected and whether all the
proposed actions are accepted.

10 We also found that the conduct of reviews undertaken so far, suffered from:

*

*

*

lack of clarity about roles, responsibilities, adcountability and ownership;
variable project management skills;
a perceived lack of flexibility over the application of the best value manual;

lengthy reports to scrutiny committees that focussed more on the process
than on the intended outcomes;

a prevailing belief that associated best value with cuts to budgets and
services;

conducting reviews over two years which was too long to maintain the
momentum and commitment of the review teams;

a lack of prioritisation - everything being a priority, particularly responding to
current delivery needs, with no time to reflect and think; and

confusion concerning procurement policies that gave the perception to some

that the Council was not open to challenge about who is best to deliver
services and to others that best value directly threatened their employment.
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11 These were some of the main problems we found. However, we acknowledge that
the Council has started to tackle some of the issues raised. In particular more
direct involvement of the chief executive and directors in the best value process
and improved ability to collate and report performance data.

12 The Council has responded well to the district auditor's recommendation to
improve performance management and integrate processes and has produced a
corporate planning and performance management model. We found that:

+ service plans were being produced by all directorates following a corporate
guide and now with a structure based on the six pledges; and

o the best value performance plan has beenvintegrated with the previous
corporate plan and five levels of performance management established

flowing from the strategy and performance plan down to individual targets in
appraisals.

13 We note that the Council achieved improvements in services before best value
was introduced. In particular regeneration in Salford Quays, the building of The
Lowry Arts Centre and reductions in unemployment. The Council has also

achieved very positive reports from the Social Services Inspectorate and from
OFSTED (Schoals).

14 The Council has also been positive in addressing local priorities in its best value
review programme. For example, the Council chose to review ‘crime and disorder’,
reflecting the priority issue identified in the quality of life survey in 1998. We also
acknowledge that the Council responded to feedback from the Audit Commission
in 2001 to review wider, more cross-cutting subject areas and that the choice of
the ‘office accommodation’ and ‘procurement’ reviews was made because of the
potential to make cost savings.

15 With further attention to the issues raised under the four building blocks of best
value, in particular greater leadership of best value and the management of
performance, the Council can achieve more. Recommendations are made
throughout this report to help the Council improve. The Council should produce an
action plan by 1 May 2002 to address all the recommendations in this report. A
number of key recommendations are now detailed below.
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Recommendations

Ownership of problems and willingness to change

16 Appoint a champion amongst the directors for every review with responsibility to
ensure the review progresses according to plan; to lead on any high level problem
solving associated with the review and to make sure it results in significant service
improvements. In the case of cross-cutting reviews where more than one director
may be involved, a single director should be given responsibility for the progress of
the review until improvement plans have been agreed.

17 Effectively communicate how the Council's approach to competitiveness will
achieve best value for money services for the public of Salford.

18 Review respective roles of cabinet and the scrutiny committees with the objectives
of:

+ strengthening the sense of ownership by the cabinet and linkages of reviews
to corporate priorities; and

+ assigning responsibility for maintaining a strategic overview of best value and
the benefits arising for citizens.

A sustained focus on what matters

19 Review how well both local needs and central government policies are reflected
within the six pledges and then promote greater ownership of the pledges amongst
all staff and ensure activity is targeted so that it reflects the agreed priorities.

20 Develop both the cabinet and directors’ teams to take a more collective, corporate
responsibility for both delivery and improvement in services in order to achieve an
organisation that demonstrates a common sense of purpose and direction and is
self-supporting with shared learning.

Capacity and systems to deliver performance an
improvement

21 Clarify the role, responsibility and the extent of authority of review team leaders as
well as to whom they are accountable. ‘

22 Involve directors, the best value group, managers and experienced review team
leaders in the review of the role of the best value corporate team ensuring style,
skills, approaches and processes of the team best serve the needs of
departments.
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23 Schedule all reviews to be completed within one year to ensure that service
improvements are achieved more quickly and that the motivation of review teams
is maintained.

24 Introduce effective project management processes, for example PRINCE, into the
corporate best value programme and for the management of complex reviews.

25 Include within the directors’ meeting a monthly overview report of best value
covering:

+ progress with current reviews and identification of any actions necessary to
improve their effectiveness; : '

+ progress with implementing improvement plans and how the outcomes are
being measured; and

& corporate issues, linkages to other or future reviews as these might affect
improvement plans or the scoping of future reviews.

26 Report to cabinet on service performance within a month of the end of each
quarter, clearly highlighting successes and under-performance both in relation to
the pledges and specifically in relation to performance indicators. Summarise in
the minutes from cabinet the key actions required to sustain improved
performance.

Page 9 of 46




k- Marchr2002 City of Salford— Best Value Processes

Integrate best value into day to day management

27

28

29

30

Express all improvement activity in terms of what it will do for the customer.

Within service planning, integrate all improvement activity alongside delivery
activity under the six pledges (whether it arises from best value reviews, EFQM
assessments, feedback form IDeA peer review or recommendations from the Audit
Commission)

Align the completion of reviews with the business planning and financial planning
cycles.

We would like to thank the Councillors and staff of City of Salford who made us
welcome and who met our requests efficiently and courteously.

lan Simpson
Cliodhna Mulhern
Inspectors

Dates of inspection: 21 January to 28 January 2002

Email: i-simpson@audit-commission.qov.uk

c-mulhern@audit-commission.qov.uk

For more information please contact
Audit Commission Inspection Service
Northern Region
Kernel House
Killingbeck Drive
Killingbeck
Leeds LS14 6UF
www.audit-commission.qov.uk
0113 251 7100
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