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Executive summary of report to cabinet

‘Taking Communications Forward’
1 The aim of this report is to set out some principles and a framework for the development of the city council’s corporate communications function. The report recommends that the acting head of communications should pursue the creation of an integrated function offering a range of services across the authority.

2 To get our message across we need to:


a) promote the city externally so people understand why the city is an attractive 
place to work, visit, live, invest, study etc;


b) be viewed as a well-run authority in touch with the people in order to 
effectively deliver government initiatives;


c) promote our services to local residents;


d) promote pride in the city;


e) ensure we communicate with our staff and that they in turn take a customer-
focused approach to their dealings with the public and reaffirm the city’s 
mission statement.

3 To achieve this, the report suggests:


a) establish a communications team to co-ordinate communications activity and 
establish a more corporate approach;


b) re-equip the press office in chief executive’s directorate to enable it to adopt 
a more pro-active approach to the media relations task on behalf of all 
directorates;


c) re-structure the communications function to enable ON and Salford People 
to be produced by the education and leisure marketing and communications 
team and distributed to households together from next year;


d) more discussion and debate is needed on the city vision and the means of 
promoting the city.

4 Financial implications of these proposals appear in section 7 of this report. The additional resources needed equate to less than the full cost of the suggested public relations officer’s post.

1.0
Purpose of this report

1.1
The aim of this report is to set out some principles and a framework for the 
development of the city council’s communications function. It is intended as a 
stepping stone report building on the existing communications strategy for the 
authority.

1.2
The report recommends that the acting head of communications should pursue 
the creation of an integrated corporate communications function offering a 
range of services across the authority.

2.0 
Recommendations

2.1
That the broad framework for the way forward be accepted as a basis for


further discussion by the communications team, with directors, elected


members and elsewhere as appropriate;

2.2
That the items for early action be approved, subject to appropriate resources 
being identified;

2.3
That members are invited to consider a clear way forward for elected 
members' work with the communications function;

2.4
That the acting head of communications continues to work with the


communications team, and that this team makes appropriate preparation for a 
best value review of the function.
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3.0 Why a co-ordinated approach is important
3.1 How the council is perceived and whether we are successful in getting our message across is central to all we do.

3.2 To get our message across we need to:


a) promote the city externally so people understand why the city is an attractive 
place to work, visit, live, invest, study etc;


b) be viewed as a well-run authority in touch with the people in order to 
effectively deliver government initiatives;


c) promote our services to local residents;


d) promote pride in the city;


e) ensure we communicate with our staff and that they in turn take a customer-
focused approach to their dealings with the public and reaffirm the city’s 
mission statement.

3.3 To manage this agenda, we need to need to be clear about the messages we are putting out and how we organise and support them.

4.0 Key issues
4.1 There are three key issues that need to be addressed.


a) as a city, together with partners, we need to position the city externally. We 
need to co-ordinate our joint resources to have maximum impact. For example, 
how do we capitalise on the success of The Lowry? How do we encourage 
more people to come and live and work in the city?;


b) as a city council, we need to promote the city council as one organisation in 
a way which promotes a strong corporate identity and pride in the 
organisation, whilst maintaining innovation and flexibility;


c) we need to make best use of our own resources to achieve the above.

4.2 It follows that we need:


* an identity for the organisation which promotes the city council as one 
organisation but allows for service flexibility within that framework;


* to agree that there are certain things we need to do corporately which will 
assist us all, and ensure these are in place;


* to ensure that all our activity is properly co-ordinated to have maximum 
impact and to make best use of our resources.

5.0 The way forward
5.1 Three initiatives could be undertaken now to help us take forward the communications function for the authority. These are:

i) development of a corporate communications team; 

ii) re-appraisal of the strategic objective to promote Salford as a city of national importance;

iii) short-term work to improve the local authority’s identity.

i) Corporate communications team

5.1.1 A corporate communications team, chaired by the acting head of communications, offers a mechanism for delivering a more integrated approach. This diagram gives a view of how this team might operate within the existing structure of the organisation.
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Fig 1: The communications team plays a co-ordination role for all resources in the wider communications function. Some other services are clearly relevant to communications without being part of the function itself. The team will need to establish a working brief with these services, too.

5.1.2 The team currently consists of the principal marketing officer from housing services, head of the education and leisure marketing and communications unit, and the head of the development services graphics unit, with other officers invited to contribute as appropriate and the acting head of communications in the chair. The team should give further consideration to the appropriate make up of this team and to the creation of any further structures that might help its operation.

5.1.3 The team should agree and work to a formal terms of reference, and should help determine key priorities for action, in line with the corporate strategy and objectives.

It will also be responsible for generating and/or identifying resources necessary for delivering services to help achieve those objectives.

5.1.4 The team should report to the directors group on a regular basis. The team would have an overview of all promotional campaigns and documents to ensure full and proper co-ordination.

5.1.5 Arrangements for member involvement also need to be put in place. Economic scrutiny committee is already setting up a sub-group to examine the promotion of the city. Discussion needs to take place to determine whether this should be the main member focus on involvement with the communications team. 

5.1.6 The communications and public relations unit and education and leisure's marketing and communications unit are to be subject to joint best value review next year. Directors should consider putting forward their services where appropriate, to facilitate a simultaneous best value review of communications resources by scrutiny committee in 2001/2002.

5.1.7 The communications team should bring forward, at the earliest opportunity, a clear plan describing the range of services that an integrated corporate communications function might provide together with appropriate budget plans in the following areas:

* press office

* public relations

* marketing city council services

* print and graphic design

* media buying and advertising sales

* tourism

* promoting Salford

5.1.8 Existing resources need to work more closely to offer a more coherent range of services. These resources include:

service





directorate
* communications and public relations
chief executive's

* marketing and communications

education and leisure

* graphics unit




development services

* print unit




corporate services

* information officer



community and social services

* marketing unit



housing services

* tourism




education and leisure

5.1.9 The following is a summary of further resources which might be added to the above list at 5.1.8:

service





directorate
* staff magazine



personnel services

* website management


corporate services

* recruitment advertising


personnel services

* sponsorship of highway signs

development services

* payslips advertising



corporate services

* public notices advertising


corporate services

ii) Promoting the city
5.2.1 There needs to be a debate within the city and with partners on the city vision. The city council remains committed to promoting the city nationally and internationally. But is the ‘City of National Importance’ strategic objective still the direction in which we want to go? Perhaps this objective is simply a means to an end, the end being that we want the city to be seen as a ‘good place to be’. Do we need to focus more clearly on promoting Salford in that way? Together with elected members and city partners we need to develop a real vision to help us promote the city.

5.2.2 The means of promoting the city has still to be established. The close involvement of the Salford Partnership and the start of joint work on the community plan may present an opportunity to take this forward in that forum.

5.2.3 The city council and its partners will need to identify resources available to enable joint activity.

iii) Reaffirming the council’s identity
5.3.1 More needs to be done to reaffirm the existing corporate identity and drive forward a clear vision for the city council as one organisation.

5.3.2 An audit of use of the current and other city council logos is needed, and an action plan should be developed to eradicate the old identities and affirm the way forward.

5.3.3 A number of measures can be taken now to help us take this action forward.

a) A-Z of council services

An earlier meeting of policy committee considered proposals for a range of key publications for the city council. These included a printed A-Z of council services. A great deal of officer time has gone into updating content for an A-Z which could now be made ready for publication.

Similar information is already being prepared for use on the city council's website and intranet.

However, the provision of community charters across each service delivery area may now supplant the need for wide distribution of a printed council a-z. The communications team should resolve the best means of providing appropriate information through these two potential publications.

b) Promotional folders

Development work is completed to draft stage on promotional folders that could form the first stage of new printed corporate materials. These are intended to help affirm a more modern corporate identity for the authority and the city, and could be used for recruitment, promotional activity, and presenting information. Once agreed, these should proceed to the print stage;

Further work should proceed to draft information about Salford designed specifically for use with these folders.

c) Salford People

A Salford People editor's post needs to be created to co-ordinate and edit each edition of the magazine. The cost of this post can be met with a contribution from the deleted post in the communications and public relations unit mentioned at item 6.0 b). Any additional cost will be met from increased advertising revenue raised through the magazine. It is proposed that this post would be integrated into the education and leisure marketing and communications unit based at Vulcan House. An attached paper outlines the way forward for Salford People incorporating ON magazine and gives further details of this proposal at appendix two.

Salford People in year one has shown that a successful initiative can attract resources from across the authority. However, even those unable to contribute to the cost have been able to enjoy some of the benefits. The communications team should seek to establish further products and services which include some element that is free-to-all, but from which directorates can purchase a premium service.

The Salford People experience also suggests that significant progress can be made by making the better use of current resources.

d) Website

A worldwide web co-ordinator's post can be established within the communications and public relations unit. This post - at SO1 grade, total annual cost £24,000 - will be funded by corporate services and the chief executive in year one. Thereafter, the post will be part-funded by corporate services with any further cost met by developing appropriate charges for web services following the principle described at 5.3.3 c). The head of communications will work with the web content manager to develop these charges. Further details of this proposal appear at appendix one.

Development of the website is now well in hand thanks to the work of the IT team. Further rapid progress can be made with the help of the web content manager’s post outlined above and in appendix one.

Corporate identity on the website remains an issue that would benefit from closer consideration. The communications team should establish a means of improving the overall look and content of the site with the help of the new web content manager.

6.0 Other matters

a) Advertising

There appears to be potential for generating savings and boosting income on the purchase of media space and by selling advertising space in association with city council assets and services. The acting head of communications should investigate how we might develop an in-house advertising service.

b) Press office

The corporate press office has traditionally had two press officers working on corporate issues. That is not currently the case. Restoring this level of staffing will free the acting head of communications to tackle the wider communications agenda described in this paper. A press officer should be appointed to the communications and public relations unit on an SO1 grade. The full cost of this post - £24,000 a year - be met by deleting the vacant public relations manager's post as mentioned at 5.3.3 c).

The other public relations officer post in the unit was established earlier this year using a contribution from education and leisure. This followed the ending of a contract with a freelance journalist for that directorate. Resources are now needed to consolidate this post. The full implications of these proposals mean an increase in the chief executive’s public relations office budget from £91,690.60 to £111,706.60, an increase of £20,016.

Developing this unit will enable far more pro-active work to be done to defend and promote the reputation of the local authority. For example, a rapid rebuttal service can be established using existing monitoring resources. The service will co-ordinate a positive and appropriate response within 24 hours to damaging articles in the media. Also, more work is clearly needed to promote the city, tackle the wide range of difficult media issues currently facing the authority and support other promotional initiatives. The acting head of communications should seek to attract further resources for this unit as a matter of urgency.

Monitoring and evaluation of media coverage of the city is currently fragmented and inadequate. Investment in existing IT resources would save officer time in a number of directorates as well as transforming the information available to officers across the authority and generate information to aid pro-active campaigning. The head of  communications should bring forward proposals for developing this corporate service as a matter of urgency.

c) Internal communications
The communications team should review, with the director of personnel services, current corporate arrangements for internal communications, including the Update email news service and the Spotlight staff magazine.

Directors should also be consulted about the desirability of a service that might support publication of appropriate staff newsletters or related information within directorates.
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7.0 Financial implications of report
 - ‘Taking Communications Forward’
Notes







cost

saving

1. Post to be deleted in chief executive’s communications

and public relations unit

PR manager








£29,744

2. New posts to be created:

Contribution to Salford People editor post

in education & leisure
directorate



£10,000

Public relations officer post in chief exec’s


£24,000

3. Outstanding financial issue

Public relations officer post - total cost


£24,000

less contribution from education and leisure

 




former freelance journalist post





£  8,240


Totals







£58,000  less
£37,984

Total cost to chief executive’s directorate -   £20,016
_1025348924

_1025348923

