PART 1

(OPEN TO THE PUBLIC)
ITEM NO.



REPORT OF THE DIRECTOR OF CORPORATE SERVICES



TO THE CORPORATE SERVICES MEMBERS’ BRIEFING MEETING


ON


26th November 2001 


TITLE:
Modernising and Reorganising For The Delivery of e- Government and 

e-Customer Services


RECOMMENDATIONS:

1. That the proposals in this report be approved and referred to Personnel Services Lead Members for approval

2. That a report be submitted to Lead Members six months from the date of implementation of the proposals set out, evaluating the success of the measures taken 


EXECUTIVE SUMMARY:

This report sets out the proposed future organisational structures of IT Services and Customer Services and how they will inter-work in the future, the rationale and business case for such change and a summary of the financial impacts and supporting details relative to planned changes in key posts

The report has been circulated throughout Customer Services and IT Services, followed by presentations, and fully discussed with the DCSC on 21st November 2001.


BACKGROUND DOCUMENTS:

Corporate Services’ Strategic Review Findings

Salford’s IEG Statement


CONTACT OFFICER:
M Willetts, M Brooks, E Halton




WARD (S) TO WHICH REPORT RELATE (S)
All Wards 


KEY COUNCIL POLICIES

Information Society Strategy

1. INTRODUCTION

The period since the People Not Technology strategy was endorsed as Council Policy has brought about significant change and associated benefits for the City Council and in particular for Corporate Services. Some of these are summarised below:


At the same time, the following factors are constraining developments:


2. PROPOSED WAY FORWARD

In response to these factors, a range of proposals have been developed for consideration:

· Reorganise the current management accountabilities and service structures to take account of recent changes, to free up strategic capacity and to provide greater managerial coordination, through the establishment of three distinct Business Groups set out below

· Develop commercial links with University Partners in order to exploit opportunities arising from the current BPR Programme and related work

· Delegate responsibilities and empower middle managers and so aid succession planning

· Provide the opportunity for immediate budgetary savings

The proposed new Business Groups are:

(1) SALFORD ADVANCE … (Management of Pathfinder Programme, Business Partnerships, Income generation through commercial offerings and leverage of grants)

(2) SALFORD DIRECT… (Strategic Lead for all Customer Services including current customer service provided through Revenues and Benefits, E-Government / Pathfinder and Information Society)

(3) SALFORD NET… (Mainstream ICT Development, Operations and Support)

The detailed scope and nature of the organisations are described over-page (together with the proposed structures set out at Appendix A. Accompanying Job descriptions for those specific posts affected will be available at the meeting).

(1) SALFORD ADVANCE (Develop new Business Group)


This new Business Group would:


(2) SALFORD DIRECT (Bring together disparate elements of Customer Service into a semi-autonomous unit) 

(2) SALFORD DIRECT (Bring together disparate elements of Customer services into a semi-autonomous Unit)

There is a strong relationship with the development of Salford Advance and its outcomes, which are part of the implementation effort within Customer Services. Consideration also needs to be given to how this can be effectively managed and maintained, and how it can assist with the BPR / Pathfinder / Information Society accelerated programme.  

Many of the considerations mentioned at the beginning of this paper apply equally to the current Customer Service operations and those contained within Revenues & Benefits.  Additionally:


The advantages in bringing both entities together would be:


It is stressed that this managerial operation is unique to Customer Service operations within Corporate Services.  It is not expected that it would apply to front/back operations for other services.  Directorates would therefore retain their back office functions and specialisms, with only ‘front office’ interfaces becoming part of the City Council Salford Direct operation, in a similar way to that exists for current Environmental Services interfaces.

(3) SALFORD NET (Refocus and consolidate IT Development, operational and support service)

In bringing about the above entities, consideration has been given as to how the mainstream IT development, operations and support could best be delivered. 

In light of the significant change that the City Council is undergoing with e-Government and the proposals documented above, it is essential that information and communications technology fulfil a fundamental role in enabling the effective management and delivery of its public services and in facilitating new service delivery models. Equally, ICT services must be highly responsive and coordinated to directly support the change agenda as it develops

Additionally, the management and delivery of ICT Services must ensure that the City Council achieves a balance between the needs of the corporate client as a whole and the requirements of day-to-day operations.

Performance Management must also be strengthened in order to improve the delivery of IT Services.

It is proposed therefore that Salford IT also becomes a separate entity, reporting to the Director of Corporate Services, involving greater internal organisational integration, which better reflects the typical lifecycle of IT development, operations and support.

As added impetus for the changes, it is proposed that the IT service is renamed SALFORD NET and organised in accordance with the outline in Appendix A  

3. CO-ORDINATING AND DELIVERING THE E-PROGRAMME

Salford Direct, Salford Advance and Salford Net will co-ordinate e-strategic activities 

through a joint Officer Management Board, reporting to the Director of Corporate Services, and, where appropriate to the Pathfinder Programme Board.  They will however, retain managerial autonomy and identity in terms of their respective operational roles

4. COSTINGS

A summary of the financial impacts of the proposals is attached at Appendix B 

5. BUSINESS PLAN

A   business plan for Salford Advance with milestones will be developed following a decision on the proposed managerial structure in this report, covering such things as:

· The outcomes of the strategic review

· The range of other strategic initiatives impacting upon the future arrangements

· Short and long term business aims

· Current and projected service offerings

· Assessment of Future service demands and marketing opportunities

· Business risk assessment

· The role responsibilities and terms of our business partners

· Financial Plans and Forecasts

6. CONCLUSIONS

The proposals in this document are designed to 

· Consolidate the excellent achievements to date and be capable of immediate implementation with minimal disruption, in order to quickly and effectively drive forward with the change agenda

· Capitalise on our status as national e-Government Pathfinder and exploit perceived opportunities in the local government arena to provide e-Government centred consultancy services and so generate much needed income to the city council.

· Cement our existing excellent relationships with Salford University and Manchester Business school in the form of a formal Partnership, aimed at leveraging new grant opportunities, Skills transfer and facilitating joint research initiatives within the field of e-Government, with the additional benefit of greater access to high quality student resources for mutually beneficial fieldwork

There will be substantial benefits arising from the proposals including:

· Possible exploitation of fast growing in-house skills, services and products in e-Government arena in order to generate income

· Further develop Salford’s increasingly high profile, through greater exposure within Local Government community

· Strengthen skills and capacities through access to academic and commercial resources

· A strong foundation for seeking external funding, especially from research-oriented sources

· Collaboration with local academics, with interests in the e-government/BPR area

· Access to high quality students for project work

· Strengthening the relationship between the City and the two academic partners

· Objectivity and a broader perspective (of particular value for dissemination activity)

· Integration with existing university-based e-government projects, e.g. the highly successful MADE project

· Strengthens position of Service in readiness for Best Value Reviews

· Will provide exciting new opportunities for staff development and skills enhancements

The proposals are exciting, timely and innovative but not without risk and should be seen as a form of Management Pathfinder in their own right to test new management concepts and practices for possible future application in other areas of the service, particularly the degree of autonomy and empowerment appropriate for such services, to enable swift effective decision making and responsiveness whilst ensuring proper accountability

As such it is important that they are actively supported and their effectiveness evaluated and it is proposed therefore that a report be produced after 6 months of operation to assess how well the arrangements are working, whether refinements are necessary and how they might be applied to other service areas.

The evaluation would consider such factors as whether the management arrangements have effectively delivered agreed targets and tasks, aided sound decision- making, supported good team working and communication and ensured clarity of accountability and management control 

It is important to state however that whilst these proposals are experimental, key commitments are given from the outset:

· Officers will remain employees of the Council 

· No officer will loose their post with the City Council

· Any proposed changes will be subject to consultation and will not affect existing terms and conditions. It is also likely that a number of new opportunities will arise

Appendix A

Overall Organisational Structure and Reporting Arrangements
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                            Appendix B

Salford @dvance, IT Net and Salford Direct

Summary of Financial Impacts

Item
Proposal
Cost PA at Max (£)



+
-

Salford @dvance / IT Net

1
Delete Head of IT Post

49035






2
Delete IT Secretary Post



17265

3
Re-grade and re-designate existing BPR Team Leader

 (new title BPR Manager) from PO5 to PO6  


1413


4
Re-grade and re-designate existing R and D Manager  (New title 

e-Government Services Manager) from PO5 to PO 6 


1413


5


Re-grade existing IT Training Manager from PO2 to PO 3/4
4374


6
Create Software Manager post at PO6, ring-fence to existing Development Team Leaders and delete consequential post at PO5


1413


7


Create Performance Management post within IT Net at PO 3
27717



Sub total
36330
66300

Customer Services

8


Create new post of Operations Manager (Internal) at PO 6
33384


9


Re-grade and Re-designate existing Chief Revenues Officer to

 Head of Salford Direct from band m to band f


10116


10 


Re-grade and re-designate Call Centre Manager to Operations Manager (External ) from PO 3/4 to PO 6


3537


11
Delete Vacant Project Controller Post at PO ¾



29847


Sub Total
47037
29847


TOTAL
83367
96147


NET
- 12780 

Title: e-Govt Solutions Team Leader:





CRM


Portal


Solar


NLPG








Vacant *4





Grade: PO 3/4 *3








Partnership Resources;


 - Marketing and Sales     - Research Capacity


 - Technical Advisory       - Student Support


 - Contract Management





     Title: Head of @dvance Service


     Grade:     








Title: e-Govt Solutions           Team Leader:





Web


Interoperability


OA


e-Procurement


e-Democracy





Vacant *4





Grade: PO 3/4  





 Title: ICT Training Manager


  Grade: PO3/4 *2











Title:  IT Trainer  








Grade:  Sc 3/6  (x 6)


              Sc 3/6 temp (x 4)





   Draft – Version 1 at  15th Nov 01





NOTES





*1   Re-grade from PO 5


*2   Re-grade from PO 2


*3   Pathfinder Post (3 Year) 


*4    Ring-fence to Development Team





Salford @dvance


Total Posts = 34





Title: Training Supervisor


Grade: SO 1





Title: Educ Trainer (term) 


Grade: SO 1





Title: Admin.Assistant 





Grade: Sc 3 (x 1)


 Temps (2)





Title: Product Support    


            Officer





Grade: Sc 3/4





Title: e-Government Development Officers








Grade: PO1/2 (x 2)


              Sc5 / SO1 (x 3)





Web Content Mgr





Title: Project Management       


           Services








Grade: PO 5 (x2)


           Temp PO 3/4 














Title: Computer Services Manager


Grade: PO6





Managerial capacity – day to day and reactive issues are impacting on the capacity to reflect and consider medium  / long term goals





An accelerated e-government programme, brought about by Pathfinder, is not being assisted with greater managerial capacity to deliver it





There are too many other ‘initiatives’, falling on the shoulders of too few people, which is affecting capacity to deliver effectively





Opportunities for external funding are being overlooked, because managers and staff do not have the time or capacity to become involved in the bidding process





The increased e-government profile brings with it increased risk that key, talented, staff will be attracted elsewhere, unless there is sufficient incentive and interest for them to remain. 





Unless the service itself is re-engineered, it will not shake off internal perceptions of what it is about and what it is supposed to be delivering.  In other words, it needs to concentrate on different core functions, while at the same time, shaking off the ‘history’ of the previous organisation














Create a ‘new’ organisation, with a strong identity, so that managers, staff and customers can identify with what is being developed and help to shape the future service offerings.  The ‘new’ organisation actually remains within the parent group, but has its own identity, and therefore shakes off its own culture and rules.  To do this a new ’brand’ is created – the power of the brand helps to remind people that this is new thinking. 


 


Within the new organisation, there will be a set of partners, each still remaining within their parent organisation, but seconded to the new, bringing a set of skills and attributes that helps the organisation to grow.  By remaining within the respective parent organisation, risk, disruption and set up time can be minimised. 





The lynchpin of the relationship with all of the partners is the common purpose of working to achieve marketing objectives through an agreed and measurable business plan. The partners in this context are:





City of Salford – staff seconded from BPR, R&D, Project Management and IT Training (including Pathfinder resources) 





University of Salford / Manchester Business School – academic and commercial expertise brought in, including the Pathfinder resource














Title: Software Development Manager*2


Grade:  PO6 





Title: BPR Consultants 








 Grade: PO 3/4 (x 3)





Temp: Vacant





Centre of Excellence





e-Envoys





Title: BPR Manager


Grade: PO 6 *1











Title: e-Govt Services Manager


Grade:  PO 6  *1














Title: IT Service Desk Manager


Grade: SO 1/2





Be named Salford @dvance





Be semi autonomous, 





Look to break even by year 2 for those services specifically targeted within the future business plan as having commercial potential, and any surpluses in years thereafter reinvested into the business





Have a one-year shadow organisation during which time it would determine the market and develop its business plan based on realistic market opportunities.  This would take account of the externalities (opportunities, threats), related to its internal capabilities (strengths, weaknesses)





Focus on leverage of external funding, including offerings to other local authorities and from national and European grants





Have a mix of priorities which reflect Council corporate aims and commercially driven requirements





Demonstrate and provide an exemplar to others  - creativity, drive and innovation are as important as technical and functional skills





Develop e-government models of delivery as a potential ‘franchise’ that can be utilised by the local government family











NOTES





*1  New Post – To be advertised





*2  Post transferred from Development and Customer Services Group and re-graded from PO5 to PO6





    All other present posts and grades to be retained initially, pending further detailed consultation during 6 months trial period











Director of Corporate Services





There is very strong synergy between the operation of the two entities, and their external relationships – e.g. both are in contact with the same organisations such as Benefits Agency, representatives from Community Legal Service





Both are heavily reliant on services such as the expansion of Document Management to successfully deliver their respective services





Both deliver front line customer services, and are heavily involved in setting up structures to deliver them





Both are very performance driven organisations, and attract considerable influence and interest from customers, members and other stakeholders





Both face similar and in some instances the same challenges, which may be better managed if the services were more closely aligned eg. Verification Framework implementation, response to the report of the Benefits fraud Inspectorate





Both are high volume businesses











Title: Desktop Services Manager


Grade: PO6





A new Customer Service Division has been set up, which is achieving considerable and measurable success with the Contact Centre developments, with improved performance management and customer satisfaction





A BPR team has been created in response to the wider e-government agenda to deliver / implement the multi-channel work packages discussed in People Not Technology. The success of the BPR partnership with Salford University and Manchester Business School has been of mutual benefit and may have commercial benefits





Achieving LGOL Pathfinder status is increasing Salford’s reputation as an exemplar to the local government family.  This is leading to an increased demand from local authorities, and the NWRA to mentor, lead and add value to the e-government agenda more widely.





Significant changes in Revenues and Benefits, particularly in relation to centralisation of customer claims processing, with improved productivity, development of improved payment facilities for customers, thereby improving access to services. Such changes have been successfully attained whilst significant budgetary savings have also been achieved ie. £1M since 1999/2000.





Improved on-line customer access with new facilities to report changes in circumstances, make claims for help with council tax and make payments on-line





A strategic review of options for future delivery, which indicates that Salford has significant strengths that provide opportunities for further development.





A requirement to review the organisational structure as the result of recent managerial moves and changes, and in response to feedback from customers





 The continued development of ICT Services, particularly within Research and development, Project management, Training and Desktop services, to improve capacity to deliver IT solutions which underpin public service improvements





The continued investment in enhancements to the ICT infrastructure to provide modern, reliable facilities to enable the planned service transformations

















Customer Services Division was set up to provide the clear message that its purpose is to champion customers.  If core revenues and benefits customer delivery were to be included within this, the same principle would apply.


 


The creation of a ‘new’ organisation, with a strong identity, so that managers, staff and customers can identify with what is being developed and help to shape the future service offerings.  The ‘new’ organisation actually remains within the parent group, but has its own identity, and therefore shakes off its old culture and rules.  To do this a new ’brand’ is developed – the power of the brand helps to remind people that this is new thinking.  The new brand would be Salford Direct.





Although existing relationships between front and back office within Revenues and Benefits are good, it is likely that over time such links could steadily deteriorate. In such a constantly changing environment as Revenues and Benefits, such risks must be minimised and the alignment of the services structurally would help cement the relationships between the 2 functions.





It would enable Finance to have greater focus on core business as a City Council support service and to strengthen its strategic planning and capacity





Customer Service managerial capacity would be enhanced at all levels to cope with the different aspects of day to day planning, along a better focus on medium and longer term goals, including Pathfinder requirements





There is greater resilience in succession planning, currently a weak area in both parts of the organisation





There is potential to further develop the One Stop Shop model with common standards and performance by bringing the telephone and face to face elements together under one managerial organisation





Both are core and direct service functions of the City Council. 








Salford IT Net








Title: Performance  


          Management Officer *1


Grade:  PO3





Title: Head of IT Net


Grade:





Operations Manager (External Services)


1 post @ PO6








ICT Community Assistant


(Temporary)


1 post @ Scale 2





Customer Contact Centre Development Officer


1 post @ Scale 6





Customer/Technical Advisors


6 posts @ Scale 4/5





ICT Development Officer (Temporary)


1 post @ Scale 6/SO1





SALFORD DIRECT


(EXTERNAL SERVICES)





Counter Services


1 post @ SO2











Counter Services


10 @ Scale 4/5





Counter Services


4.5 posts  @ Scale 1/3





Section Leader


1 @ PO3





Section 


Leader


1 @ PO2





Benefits Projects 


1 @ PO3/4





RECOVERY TEAM





FRAUD & OVER-PAYMENTS TEAM





CENTRAL TEAM





Customer Services Liaison Officers


2 posts @ Scale 6

















Customer Services Representatives


28 posts @ Scale 1/3








			 





TOTAL POSTS: 231


Management (6)	


Administration (1)


One Stop Shop (2)


Internal Services (165.5)


External Services (56.5)








Customer Contact Centre Team Leaders


4 posts @ Scale 6











Operations Manager (Internal Services)


1 post @ PO6 











SALFORD DIRECT 


(INTERNAL SERVICES)





1 @ SO1


10 @ Scale 5/6


2 @ Scale 5


2 @ Scale 4


11 @ Scale 3











1 @ SO1


5 @ Scale 5/6


1 @ Scale 4/5


6 @ Scale 3/4





3 @ PO2


1 @ SO2


2 @ SO1


2 @ Scale 6





BACK OFFICE (69 posts)





Team A (23)





Team B (23)





Team C (23)





See accompanying structures giving job titles of Salford Direct (Internal Services)





BUSINESS RATES


TEAM





Section 


Leader


1 @ PO3





Section 


Leader


1 @ PO2





1 @ SO1


2 @ Scale 5/6


5 @ Scale 3/4


2 @ Scale 3





2 @ SO2


2 @ Scale 5


2 @ Scale 4/5


4 @ Scale 3


24.5 @ Scale 1/3














REVENUE SUPPORT SERVICES,


& CASHIERS


TEAM





Head of Salford Direct


1 post @ Local Scale








Community Telematics 


Project Manager


1 post @ PO3/4











Administration Officer


1 post @ Scale 5/6











Web Content Project Manager


1 post @ PO3/4














Head of Customer Services


1 post @ Local Scale











Customer Services





Appendix A





Appendix A





Appendix A








