REPORT OF THE LEADER OF THE COUNCIL AND THE CHIEF EXECUTIVE

TO CABINET MEETING – WEDNESDAY 22nd OCTOBER, 2003

PROPOSAL FOR PERFORMANCE SUPPORT

1. INTRODUCTION
Comprehensive Performance Assessment

1.1.  
Colleagues are very familiar with our recent experience with Comprehensive 

Performance Assessment and the issues which have been identified as our priorities for improvement both corporate and service based.  It has previously been agreed at Cabinet and with the Audit Commission, that for corporate issues these priorities fall into three broad categories, i.e. Corporate Direction;  Corporate Development and Corporate Performance Management.  (Colleagues will recall that our Audit Commission Relationship Manager, Sue Sunderland, facilitated joint discussions along these lines at last year’s Members’ Residential Weekend in Buxton.)

1.2  
Much work has been done since then to address these issues and in particular, the 

Cabinet’s workplan and priorities for 2003/04 provide clear priorities and strategic direction for the whole Council.  Also, there are a number of strategic initiatives underway which complement the workplan and which will ensure that there is a clear alignment throughout the Council.  All Directorates have identified how they propose to contribute to the three themes of the workplan, i.e. Improving Services;  Increasing Member and Public Participation;  and Raising the Profile of the City.  This is work in progress and the success of the organisation in achieving these priorities will be seen in the coming months.

1.3 In addition to these developments, there is also the outstanding question of the Council’s future prospects for improving our CPA category from weak to fair;  from fair to good;  and then from good to excellent.  There is no doubt that if we wish to convince the Audit Commission that an increased category is justified, we will need to provide firm and clear evidence of success with our improvement priorities.

1.4
With this in mind, this paper proposes a way forward which will achieve two key objectives:


  (i)
First, we need to ensure that the whole of the Council delivers on the Cabinet’s  

workplan and each Directorate implements fully its part of the workplan as well as the priorities for improvement we have identified;  and

(ii) Secondly, we need to ensure the Audit Commission’s Relationship Manager will support our bid for an increased CPA category as soon as practicable based on the clear evidence available.
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1.5 
We propose, therefore, to work with the Audit Commission in achieving these two objectives and bearing in mind local government’s own arrangements at national level for organisational improvement, we propose to utilise the Improvement and Development Agency’s Improvement Programme.  An outline is set out below.

2.       PROPOSAL FOR PERFORMANCE SUPPORT
2.1  
There have been discussions recently with Senior Representatives of both the IDeA 

and Audit Commission on a proposal for performance support to be provided to the Council.  Performance support is an integrated programme provided by IDeA to assist Local Authorities to increase their capacity to meet significant challenges linked to corporate performance.

2.2 
Both IDeA and the Audit Commission are committed to “improvement from within” and to working with Authorities to provide constructive challenge and support as well as building on current strengths and good practice.

2.3
This proposal would assist the Council to strengthen our collaborative and collective leadership across our top two teams, i.e. Cabinet and Directors and quicken the pace and momentum around our plans for a comprehensive change programme.

2.4
We believe, of course, that the Council has responded constructively to the challenges set out in our CPA report and we are determined to drive a stronger approach to both corporate and service improvement.  Clearly, this has to be achieved by everyone throughout the Council and therefore requires a clearer focus on corporate governance and protocols.  In addition, it will be essential to secure support from all employees:  we need to strengthen the people aspects of change.  Part of this proposal will, therefore, include an enhanced approach to our Human Resources Strategy.

2.5     
Discussions so far have suggested that the main areas where IDeA’s performance 

support would help us deliver our priorities would be:

· Advising on the overall approach to change through peers providing 1:1 support as required.

· Supporting collaborative working across the two top teams, political and managerial to boost strategic leadership.

· Providing an independent assessment of the Council’s enhanced approach to human resources and supporting all departments to develop consistently effective approaches to people and performance management.

· Work with all Elected Members to enhance their effectiveness and support their engagement in the new systems.

· Advising on the development of the Council’s partnership networks to broaden community involvement.

- 3 -


Performance Support Programme

2.6     
There are four basic stages to the support which can be provided by IDeA:-

· A diagnostic phase
To build on the work already undertaken through the Council’s peer review and corporate performance assessment and to explore our main priorities for change in more depth, involving some members of the original Peer Review Team.

· Action planning and team building
Action to support the Council’s own improvement plan and to cover the priority areas of work.

· The IDeA Team
The team will work in close partnership with Elected Members and officers within the Council to deliver improvements linked to the action plan.  Each member of the team will have specific responsibility to work in support of specific outputs and anticipated outcomes.

· Exit and on-going monitoring and support
With IDeA we will jointly review the content and effectiveness of their support on a regular basis and adapt the approach as necessary.

2.7 
The programme will be expected to cover the following main areas:-

Performance Objective
Proposed Action
PST member/s and estimated input/costs

Objective 1:

To enable leading Councillors to draw confidentially on comparative experience of leading major change in other metropolitan councils


To provide confidential 1:1 peer mentoring and support to the Leader, other leading politicians if required.
Political peer(s) – up to 15 days

Objective 2:

To support collaborative strategic working across the Cabinet and Director Teams
To deliver a top team development programme as outlined in Appendix 1.
Political peer(s) – 6 days  Top team leadership support – 11 days

IDeA facilitator – 3 days

Objective 3

To support a consistently effective approach to human resources (HR) across the Council and support

employees’ involvement in change
To provide an independent assessment of the Council’s approach to HR and OD,  to advise on effective ways of involving employees and help to ensure change happens.
HR/OD specialist and practitioner – 15 days

Objective 4

To work with the Council to support Elected Member engagement in the new political systems. 
To assess  the focus of and engagement in the Council’s current member development programme.

To run a series of interactive workshops around new roles and responsibilities
Political peers – 8 days  Elected Member support specialist – 8 days

Objective 5

To support the Council to develop a common agenda for Salford through partnerships and community involvement
To support an assessment of  the health and range of the Council’s current partnership arrangements

To advise on how these might be developed

To co-facilitate a number of community events
Community involvement specialist – 15 days

N.B. 
(i)   
Objective 2 will need to be related to existing strategic initiatives 

mentioned at para 1.2  e.g. Service Reviews;  Review of 

Pledges.

(ii) Objective 4 will need to be related to the Council’s existing review of Overview and Scrutiny to be carried out by Professor Steve Leach of De Montford University.

(iii)
Objective 5 will need to take account of the Council’s current Best 

Value Review of Community Engagement.

2.8     
The proposal will provide a team of eight principal members.  One of these will be an 

Assignment Manager from IDeA’s core team who will be the main point of contact and responsible for co-ordinating the efforts of all team members in addition to contributing to the specific work programme.

Other team members are likely to be peers, serving Elected Members and senior officers from other Local Authorities or associates.  These will be specially selected from the peer clearing house, IDeA’s accredited database of peers and associates.  Team members would be ‘partnered’ with our own team members and would share action plans as well as individual ones where applicable.

The Associate Director of IDeA Performance Support, Ted Cantle, will be responsible for ensuring the overall quality of IDeA’s support while the Assistant Director of Performance Support, Jan Wickam, will be responsible for ensuring operational effectiveness.
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At regular intervals we will meet with IDeA to review progress.  These meetings would usually involve the Leader, Chief Executive, Lead Director and other key players in the Council as well as our project sponsor and full membership of the peer team.  There will be a full appraisal of progress and ongoing relevance of the priorities for action so further stages of support can be adapted if necessary.


Performance Management
2.9       The Audit Commission’s specific contribution to the work will be based on the 

principle of embedding and learning from their existing organisational knowledge and skills, combined with support of external expertise to build new skills on specific issues.

The methods used will include:

· Facilitated development of our performance management framework.

· ‘Critical friend’ input within performance management meetings.

· Skill and knowledge development sessions using external and internal expertise.

· Learning sets around relevant issues where the Council has examples of good practice that can be shared across departments and services.

2.10 An outline of the approach to this aspect of the proposal is set out below:-

Objectives
Approach/Methodology

Contribute to development of the effectiveness of the QPE (Quarterly Performance Evaluation) process led by the Leader of the Council
· Facilitate a review/clarification of the purpose of the QPE meetings and develop standards to enhance their effectiveness in driving priorities and performance improvement.

· Attend a further round of QPEs to act as ‘a critical friend’ to illustrate in practice how the process may be strengthened.  

Evaluation of the clarification of the pledges of the City Council
· Facilitate a session for Cabinet Members to translate the high level pledges into a basis for prioritisation and focus for the organisation to enable managers and staff to focus their efforts.

Assist in the process of translating City Council pledges into Service Level objectives for service planning
· Suggestion is to select one or two of the pledges, particularly where cross-cutting issues, to model objectives at service level.

· This work would ideally be done with a cross-sectional group of managers and would use action learning so that these key staff develop their own skills and capacity to drive performance to  meet the Council’s vision.

· Where there are some good existing examples of this it would be beneficial to use these.
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Objectives
Approach/Methodology

Assist in the process of translating City Council pledges into individual staff targets as the basis for staff appraisals
· Suggestion is to select one or two of the pledges, particularly where cross-cutting issues, to model examples of staff targets in different departments/services and for different staff roles.  Alternatively, high level departmental or service area objectives could be used to model this.

· This work would ideally be done with a cross-sectional group of middle managers and would use action learning so that these key staff develop their own skills and capacity to drive performance to meet the Council’s vision.

· Where there are some good existing examples of this it would be beneficial to use these in the work.

3. 
SUMMARY AND CONCLUSION
3.1 It is vital to ensure that this proposal for performance support enhances the Council’s existing arrangements and, in paricular, that it enables the Cabinet to be assured that the workplan and priorities for 2003/04 are being achieved.  A summary of how this is intended to be done is shown at Appendix 2.

3.2
Colleagues are asked to endorse the proposals and note that detailed arrangements will now be made.  A report back will be made as soon as possible.


John Merry




John Willis


Leader of the Council


Chief Executive

Dps\perf.support





APPENDIX 1

JOINT CABINET/DIRECTORS TEAM LEADERSHIP

DEVELOPMENT PROGRAMME

DRAFT FRAMEWORK FOR DISCUSSION AND DEVELOPMENT

1.
OBJECTIVE

1.1
By the end of this joint development programme, Members of Cabinet and the Directors Team will have had the opportunity to enhance their skills, knowledge, capacity and team working abilities to support ‘top team’ effectiveness by:

· Clarifying Salford’s ambitions and agenda for change – short and long-term.

· Confirming respective leadership roles and responsibilities.

· Enhancing communications.

· Enhancing effective working team relationships.

· Working through real issues faced by Salford, such as the corporate approach to service improvement and community engagement.

1.2
The approach will be largely to support team members own discussions with some formal input from the facilitators and Peer Members.

1.3
The various events will be delivered by the IDeA ‘Top Team Leadership Programme’ developed in association with the IDeA’s partners Nicholson McBride.  The IDeA and Nicholson McBride have developed a national leadership programme to support positive leadership and excellent team working at the highest levels in Local Government.  Participation in the programme will support the collective leadership of Salford with their commitment to a shared agenda and action plan for tackling the most significant issues facing the Council.  This part of the joint development programme will comprise four one day or 24 hour events involving all members of the Cabinet and Directors Team.

2.
MODE AND STYLE OF DELIVERY OF THE PROGRAMME

2.1
Depending on the preferred pattern of attendance, the shape of a programme would involve a combination of away days and a team building session.  The programme would consist of four days spread over the period.  The sessions would be dedicated to addressing real challenges faced by the Authority.  The final away day will focus on team building and provide space for evaluation and reflection on the programme as well as the opportunity to cover issues that may arise as the programme progresses.
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2.2
The detailed content of the away days and the team building event will be determined after individual interviews with members of the two teams.  In addition, support for specific activity relating to corporate performance management will be provided by the Audit Commission’s staff.
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