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	ITEM NO.



REPORT OF THE ASSISTANT DIRECTOR OF ADMINISTRATION 

TO THE LEAD MEMBER FOR CUSTOMER & SUPPORT SERVICES
23 May 2011 

TITLE:
Implementation of the phase 1 new organisational structure for Administrative Support Services for Minerva and Turnpike Campuses

RECOMMENDATIONS:

That approval is given to implement the new administration organisational structures supporting both Children’s Services and Environment and Community Safety Directorates.. 

EXECUTIVE SUMMARY:
Context

Under the Think Efficiency Programme, it was agreed that administrative support services across the Council be brought together under a single professional lead in order to provide greater consistency in terms of processes and practice, but also to provide flexibility in the use of resources.

The ‘Administration review’ and restructure of administrative services was implemented at the Civic and Crompton campuses in Autumn 2009. Since that time, work has continued on the Turnpike and Minerva campuses to work in tandem with the Environment and Children Services Directorate reviews. 

The administration review at Minerva Campus is dependant upon the directorate service review and the future clustering and location of services, some of which have yet to be determined. In addition we will offer shared generic support to Children’s Services as teams relocate to the Civic Campus.

BACKGROUND DOCUMENTS: (Available for public inspection)

All previously published documents on Think Efficiency


KEY DECISION:
YES 

ASSESSMENT OF RISK : High risk to committed efficiency savings targets
	


SOURCE OF FUNDING: From existing budgets
	


COMMENTS OF THE STRATEGIC DIRECTOR OF CUSTOMER AND SUPPORT SERVICES (or his representative):

1. LEGAL IMPLICATIONS




Provided by: N/A
2. FINANCIAL IMPLICATIONS



Provided by: 
Paula Summersfield and Kieran McElwee
3. ICT STEERING GROUP IMPLICATIONS

Provided by: N/A
PROPERTY (if applicable): N/A
HUMAN RESOURCES (if applicable): Joanne Finnerty, Strategic HR Manager
CONTACT OFFICER:


Allison Lobley, Assistant Director of Administration
0161 793 3003



WARD(S) TO WHICH REPORT RELATE(S): N/A

KEY COUNCIL POLICIES: Think Efficiency Programme and Budget Savings 2011/12

1. Details (Continued Overleaf)

The administration worksteam has formed a key element of the Think Efficiency programme since its inception.  A full review of the administrative support services was undertaken across directorates and the following recommendations were made and accepted:

(a)
The administrative function (which includes both generic and service specific administration) be managed by a single professional lead, with a third tier manager having day to day operational responsibility on each of the four campuses – Civic, Minerva, Crompton and Turnpike.
(b)
Generic administrative teams be pulled together on each campus, to provide flexibility and the ability to move resources within and between teams.  This will retain the service close to the customer but also enable greater consistency to be achieved in terms of processes and practice.

(c) Establishment of administration as a professional function with defined career progression pathways and development opportunities for employees.
(d) All senior management support resources (e.g., PAs and Management Support Officers) to be managed under the Administrative function.
The ‘Administration review’ and restructure of administrative services was implemented at the Civic and Crompton campuses in Autumn 2009. Since that time, work has continued on the Turnpike and Minerva campuses working in tandem with the Environment and Children Services Directorate reviews; the closure of Minerva House and the impact of the wider accommodation moves.

This work has included:
· 
Confirming and agreeing the baseline showing current levels and deployment of administrative resources across each service area and directorate;
· Gaining an excellent understanding of support requirements in each service area;
·  
Reviewing processes within safeguarding services to inform current practices and highlight opportunities for further potential service improvements; 
· Determining the roles to be released or changed in order to deliver the restructure, allocate costs and determine savings to be achieved.
This work has been conducted in liaison with the Leadership team and Senior Management teams of Children’s Services Directorate and Environment and Community Safety Directorate. 
2. Proposed Approach to Restructure

The proposed structures for Administrative support to both the Children’s Services and the Environment and Community Safety Directorates were launched at the same time.

Due to the impact of the restructure of Children’s Services (currently underway); the accommodation moves and the continuing work to support the safeguarding improvement plan, a phased approach to the Children’s restructure has been proposed. 
Phase 1 proposals include:

· The provision of PA/Management Support services to the leadership team and third tier managers, in line with the corporate model 

· Grading and structure alignment of management / supervisory ratios within the administration service, to reflect the wider campus model and meet the corporate requirement of four tiers of management. 
· Integration of Children’s Services support requirements into current generic support model at Civic Campus
· A structure that enables an efficient and effective administrative function to support the diverse range of service areas within Children’s Services
· To reduce admin spend by £600k ((11/12), with minimal adjustment to levels of service offered from a front line admin perspective. This will contribute to the CSD efficiency savings of £1.8M for 2011/12.

Phase 2 work will be developed over the following months, working with CSD third tier managers to review business processes, to identify further corporate efficiencies from the administration, customer services and ICT offering; ensuring full corporate working and maximum efficiency and integration with corporate functions. 
It should be noted that despite the closure of Minerva House, the majority of administrative staff supporting CSD services remain in a variety of other locations across the city, which creates challenges for the provision of a consistent management structure.

The proposed new administrative support structure for Children’s Services and Environment and Community Safety Directorates is shown at appendix A.
3. Update on current and proposed structure costs following consultation
Children’s Services 
Feedback during the consultation period has resulted in some amendment to the administrative staff baseline and proposed structure. In the main, this is a result of agreement with the Head of Service for Complex Needs Inclusion that the admininistrative posts in Pupil Referral Units should not be included in the administrative service, but instead treated as school based staff, managed by the headteacher.
This reduces the current baseline to 177.8 FTE posts and the proposed structure to 131 posts. Based on actual rather than budgeted costs, the average cost of an administrative post remains the same in the new structure.
The new structure is costed at mid SCP of grade including on costs. Actual savings to be realised will depend on individual appointments in the implementation phase.

	
	FTEs
	Cost

	Current admin baseline
	177.8

	£3.6M (budgeted)
(£4.0M actual)

	Proposed structure
	 131

	£2.95M


Turnpike Campus

The Turnpike Campus has been in transition for the past twelve months with new services being delivered from that location eg: Looked After Children and Community Safety. The necessary ‘Think efficiency’ and stage one CSR savings have already been achieved here. The new administration structure will look to align roles and responsibilities with that of the Civic and Crompton campuses, sharing management and supervisory functions between multi directorate campus residents. Moreover, the new structure will allow for the facilitation of future administration savings on the campus.  

Environment and Community Safety
	
	FTEs
	Cost

	January 2010 admin baseline
	40

	£0.78M

	Proposed admin baseline April 11
	 33

	£0.73M


Savings will be achieved through:

· Deletion of vacant posts
· Reduction in staff through voluntary measures

· Release of staff on fixed term contracts

It is anticipated that the new structure can be implemented without the need for compulsory redundancies.  There will be a reduction in the number of supervisory posts; however there should be an adequate number of alternative opportunities for any displaced staff to secure an alternative administrative role.
4. Consultation  
A series of staff briefing meetings was held during the period 24 March – 31 March. The briefings were held at a number of locations to enable as many staff as possible to attend.

At each of these sessions we explained and shared the outline proposals and model of service delivery, and explained the consultation process and ways in which staff could find out what the proposals meant for them individually.
The consultation period subsequently ran till 30 April, during which time, staff were able to request a 1 to 1 meeting with a campus manager where more detailed questions and issues could be raised and answered.
A summary of frequently asked questions is attached at Appendix B
Job descriptions and person specifications were made available and the assimilation or ringfencing process explained.  All steps are in line with the Council’s Organisational Change Policy.
A meeting has been arranged (w/c 16 May) with the Unison representative to discuss any areas of concern. These have included individual claims for assimilation and queries regarding the grading of certain posts. We will continue to  work through any outstanding issues in line with the Council’s Organisational Change Policy, using the model adopted during the previous implementation on Civic and Crompton Campuses which was identified as good practice.
.
 5. RECOMMENDATION

THAT:

Approval is given to implement the new Administration organisational structures supporting both Children’s Services and Environment and Community Safety Directorates. 
ALLISON LOBLEY

Assistant Director (Administration)

16 May 2011
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