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1
Summary and Recommendations
1.1 This report sets out details of:

(a) The process for undertaking the best value review of services to schools; 

(b) The findings arising from the review; and,

(c) Proposals for future action to achieve best value in the provision of those services encompassed within the review.

1.2
The review was undertaken at a crucial point in terms of Government policy and in respect of the relationship between the City Council and schools.  Of particular note are:

· Government plans for an increase in the degree of delegation to schools commencing in April 2000

· The Governments Green Paper - ‘Modernising Local Government Finance’ (Sept. 2000) which referred to the need to match funding to the separate responsibilities of the local authorities and schools

· The Department for Education and Employment (now the Department for Education and Skills) policy paper - ‘The role of the Local Education Authority in School Education’ on the role of the modern Local Education Authority, which emphasises that it is not the role of LEA’s to ‘seek to provide directly all education services in their area’

1.3
The Report Format

The main elements of this report are:
i) Corporate context.

ii) The background to the development of the scope and terms of reference for the review.

iii) The national context to the review.

iv) The review process.

v) Application of the 4C’s (Comparison, Consultation, Challenge, Competition).

vi) The identification & assessment of options.

1.4  
General Recommendations

Recommendation 1

THAT a brokerage be established to maintain and enhance an “Open Market” that enables further choice to be available to schools in the procurement of services.  

Within this recommendation it is acknowledged that a Brokerage service will be an additional procurement choice available to schools. This choice will supplement the existing choices of:

· Ceasing the service

· Procuring the service from the in-house provider

· Procuring the service externally

· Undertaking the service themselves

In establishing a brokerage the broker will be required to:
· Provide schools with a series of choices

· Provide these choices in ways that make the market in these services intelligible and available to schools.

· Assist in the capacity development of schools to enable them to make the best use of these choices and to secure Best Value in the provision of services to schools

· Conduct tendering exercises on behalf of schools

· Develop service specifications to reflect the needs of schools

· Enable schools to buy confidently, because quality assurance is built into contracts

· Further develop an annual trade fair with a view to developing schools awareness of suppliers

· Give access to meaningful benchmarking tools and information to schools and the LEA 

· Undertake the monitoring of contracts or ensure that self-monitoring is undertaken effectively by contractors in line with contract conditions.

Recommendation 2

THAT there is further development of the Services to Schools Directory to include all services available to schools from within the Local Authority.

Recommendation 3

THAT there is continuous maintenance and development of the Services to Schools Group (Head teacher Group) with a view to promoting effective communication, developing procurement skills, and raising awareness within schools.

Recommendation 4

THAT there is continuous maintenance and development of the Service Level Agreement Group (Service Manager’s Group) with a view to ensuring that internal services are focussed on school needs, and that there is continuous improvement in service delivery.

Recommendation 5

THAT the service level agreement documentation be reviewed and improved to ensure clarity and consistency of approach.

Recommendation 6 

THAT a sustained mechanism and programme of investment be developed in respect of the services within the review to enable their portfolios to be developed to enable them to compete effectively with other providers.

Recommendation 7

THAT consideration be given to the means by which the central costs borne by the services encompassed within this review and which are passed on to customers through the Service Level Agreements are distributed.

1.5
Service Specific Recommendations
Building cleaning / School Catering

Recommendation 8 

THAT a review be undertaken of the present staffing structures of Building Cleaning, and School Catering to enable a capability to deal satisfactorily with the Attendance Management Policy, sickness and financial monitoring and staffing implications, to include the possibility of establishing a ‘joint facility’

Building Cleaning

Recommendation 9

THAT the City Council continues to be a provider with continuing development of localised specifications and with some improvements being made to the service as detailed in Appendix A.

School Catering

Recommendation 10

THAT the City Council continues to operate as a provider of this 

Service, with some improvements being made to the services as 

detailed in Appendix A.
Grounds Maintenance

Recommendation 11

THAT the City Council continues to operate as a provider of this

Service, with some improvements being made to the services as detailed 

in Appendix A.
Property Services

Recommendation 12

THAT the City Council continues to operate as a provider of this

Service, with some improvements being made to the services as detailed 

in Appendix A.
Governor Services


Recommendation 13

THAT the City Council continues to operate as a provider of this

Service, with some improvements being made to the services as detailed 

in Appendix A.

ICT

Recommendation 14


THAT the review of ICT support to schools be continued as part of the corporate review of ICT encompassed within the review of Corporate Support Services which is currently being undertaken.

2 
CORPORATE CONTEXT

2.1 
Our Pledges to the Public

2.1.1
The City Council’s overall aim has been identified as:

“ To create the best possible quality of life for the citizens of Salford”

2.1.2
Underpinning the overall aim are the following pledges which the Council has set for improving the quality of life for everyone in the City which, in turn, are underpinned by a range of objectives and targets:

Pledge 1 - Better education for all 

-We want every child to get the best start in life

Pledge 2 - Quality homes for all 

-We will ensure every person in the City lives in a decent home

Pledge 3 - A clean and healthy City

 - We will make Salford a cleaner and healthier place to live

Pledge 4 - A safer Salford 

- We will make Salford a safer place to live and work

Pledge 5 - Stronger communities

- We will make Salford a better place to live

Pledge 6 - Supporting young people

- We will create the best possible opportunities for young people in the City

2.1.3
Each of the services encompassed within this review (Governor Services, School Catering, Building Cleaning, Relief Caretaking, Property Services, Grounds Maintenance, ICT) contribute to Pledge 1 - Better education for all through the provision of services which either directly aid the smooth running and effectiveness of schools or aid the environment in which pupils strive to achieve.

2.1.4 
In addition, Property Services contributes to Pledge 4 - A safer Salford through the incorporation of security considerations into the maintenance and building work and the implementation of security initiatives.

2.1.5 Grounds Maintenance also contributes to Pledge 3 - A clean and healthy City through the maintenance of school grounds.

2.1.6 Governor Services contributes to Pledge 5 – Stronger communities through the involvement of local people as school governors.

2.2 
Profile of the City
2.2.1
Salford lies at the heart of the largest, and one of the fastest growing, regions outside of London - the Greater Manchester conurbation. A city of contrasts, Salford stretches from the heart of the regional centre to its rural periphery. Lying on the north bank of the Manchester ship canal, it is at the hub of the region’s motorway and rail networks.

2.2.2 
A dynamic and forward-looking City, Salford has undergone a radical transformation since becoming one of the world’s first industrial cities during the last century. The City has much strength that helps to overcome the challenges it still faces.

2.2.3 
Over the last 30 years, Salford has seen great change, losing almost a third of its traditional employment base. However, over the last 10 years, the City has been successful in tackling many of the resulting social and physical dereliction.

2.2.4 
There has been a significant reduction in unemployment over the last 4 years with the average for the City now standing at 4.3% compared to 3.7% nationally. Long-term unemployment is lower than the national average at 18.1% compared to 21% nationally. However, male and youth unemployment are comparatively high in some areas of the City compared with regional averages.

2.2.5
In terms of job growth, the City has seen the fastest increase across Greater Manchester - a 21% increase since 1991 compared with a Greater Manchester average of 4%.

2.2.6
Since 1991, the population has fallen from 255,950 to 224,300 in 2000. The general trend is that people are moving away from the most deprived wards towards those that are more stable and affluent. Although there is a population loss, in the last 7 years the number of households has increased by 4,500.

2.2.7 
The City’s dependent and elderly populations are growing. Single parent families account for 5.9% of the population in the City and there has been a substantial growth in the numbers of looked after children in recent years from 484 in February 1999 to 596 in October 2000: since 1993, the numbers have almost doubled. Salford has the third highest number of children looked after per 1,000 population-a figure demonstrating increasing levels of social decline and family breakdown in communities.

2.2.8 
The health of the population is also a significant issue for the City; over 17.9% of the population suffer from a limiting long-term illness compared to 13.1% nationally. 

2.2.9 
A recent report by the University of Birmingham, examined the changing housing markets in the M62 corridor. It highlighted Salford as:

· Having the 2nd highest number of local authority dwellings in the North West at 31% of all housing stock.

· The 3rd highest rate of local authority stock vacant

· The highest % of Registered Social Landlord properties vacant in the North West at 7.9%; with around 6.2% of all stock void (national average 3.9%) and as high as 11% in some areas and across all tenures.

2.2.10 
Educational attainment has improved, however, it is still below the national average. In 2000, 35.5% of pupils in Salford gained 5 or more GCSEs at grades A-C, compared to 49.2% nationally, with only 4.4% of pupils gaining no GCSE passes compared to 5.6% nationally.

2.3 
Summary of Ofsted LEA Inspection Report

Ofsted inspected 2.3.1 Salford LEA in 1999 in conjunction with the Audit Commission under Section 38 of the Education Act 1997 found that: 

2.3.2 
Salford Council serves a severely deprived area although there are pockets of comparative affluence. Youth unemployment is high and crime is rife. Schools face a considerable challenge in engaging pupils in learning.  Some schools achieve remarkable results in relation to the task they face, but a number are complacent and under-performing.

2.3.3
Standards in primary schools are in line with those found nationally but are less good in secondary schools. In both sectors, standards are improving at a faster rate than found nationally.

2.3.4
The common sense of purpose shown by elected members, officers and schools is a strong feature of the LEA. The Council is committed to urban regeneration and has been successful in attracting additional resources to Salford to the benefit of schools.

2.3.5
The LEA has made a significant contribution to school improvement in recent years and has successfully discharged the majority of its functions. In particular, there is excellent leadership of the Inspection-Advisory service whose main function is to support school improvement. There is also a highly effective and well-developed, comprehensive strategy for supporting schools causing concern.

2.3.6 
Schools in Salford benefit from a well-led and clearly focussed directorate. The senior management is a new team whose members have all been appointed to their current posts within the last 4 years. The leadership has successfully created a climate of well-balanced support and challenge that is recognised by schools and has permeated not only the Inspection-Advisory Service, but, increasingly, other services as well.

2.3.7
Relationships with schools are good; schools are well informed and autonomous. There is a clear commitment to school improvement and schools are expected to rise to the challenge. Overall, strategic management of the LEA is sound and improving. The LEA meets its statutory duties.

2.3.8
Although schools are well funded generally, too much of the budget continues to be held centrally and schools are not provided with services differentiated according to their needs. A lack of transparency in costs means schools are unable to judge the value for money of the services they receive.

2.3.9
Moreover, schools have been poorly served by the LEA in the past on the maintenance of school buildings and the management of surplus places. In combination, these have also reduced the level of resources available to schools.  Progress is being made but far too late; removal of places has not yet gone far enough, particularly in the Roman Catholic sector. Tough decisions have yet to be taken on secondary reorganisation.  In some of the schools visited, the quality of the school building and the impact that future repairs will have on their delegated budget is rightly a major concern to head teachers.

2.3.10 In addition, the LEA’s performance in fulfilling functions relating to special educational needs (SEN) is unsatisfactory. Aspects of SEN provision are effective in practice but the lack of an up-to-date SEN policy confuses well-intentioned and potentially successful initiatives.

2.3.11 The LEAs ICT development plan places insufficient emphasis on supporting schools to raise standards of attainments in ICT.  There is no over-arching, visionary strategic aim and objectives are piecemeal and uncoordinated.  The LEA lacks a coherent shared vision with its schools about the future of ICT development within the City.’

2.4  
Key Data For Schools

Type of School
No of Schools
No of F/T Pupils

Primary
84
21,198

Secondary
14
12,611

Special
4
441

Hospital
1
27

PRU
4
48

Total
107
34,325




Number on roll September 2001



Further Performance and Financial Information is detailed in Appendix C.
3
INTRODUCTION / BACKGROUND OF THE REVIEW

3.1 The theme of Services to Schools was identified as a priority review to be included in Year 1 of the Council’s 5-year programme for a number of reasons.  These included high customer impact and the perception of high cost support services.  As a theme, it was seen as an area with potential for improvement in costs and customer satisfaction

3.2 
Inclusion of Services within the Review
3.2.1
At the outset, it was envisaged that the thematic review area of Services to Schools would cover a wide range of diverse services.  The 5-year fundamental review programme included the following services within this theme: -

· 
Financial Services
· 
Purchasing

· 
Personnel Services
· 
Community Education

· 
IT Services
· 
Schools Library Service

· 
Tech Training
· 
Building Cleaning (Schools)

· 
Music & Performing Arts Services
· 
School Catering Service

· 
Caretaking Services
· 
Property Maintenance

· 
Governor Services
· 
Key Holding and Security Services

· 
Pupil Support (Clothing)
· 
Grounds Maintenance (Schools)

3.2.2
During the course of the service profiling (the gathering of the base data) it was concluded that the following service areas should not feature as part of this review: 

· Music and Performing Arts Service – Whilst the other services support the core infrastructure of schools, this is essentially a teaching resource for schools.  It was concluded that this would sit better within the Cultural Development Review in Year 4 of the programme.

· Pupil Support (Clothing) – The budget for this service had been considerably reduced as part of the budget savings strategy and consequently the criteria for assessing clothing grants was being reviewed.  It was concluded that this would sit better within the Children in Need Review in Year 3 of the programme.

· Tech Training – This facility closed as part of the budget savings strategy.

· Community Education – This service does not support the core infrastructure of schools but is an additional resource out of school hours.  It was concluded that this would sit better within the Services to Youth review in Year 5 of the programme.

3.2.3
Despite the removal of the above four service areas from the review, it was still felt that the remaining areas still presented a large area to be reviewed in one year and a full review of all of these services would require substantial resources to be made available.  Also a number of the services still encompassed within the review were considered to ‘fit’ better with other reviews scheduled to take place elsewhere within the Council’s 5 Year Programme.  The following services were, therefore, also withdrawn from the Services to Schools Review to be included in other Best Value Reviews.

· Schools Library Service – A relatively small service with line management through the library service.  Any re-organisation of the service would impact upon the main library service and the issues facing the service are similar to those facing the general library service.  This service was, therefore, felt to be more appropriate included within the review of Cultural Development in Year 4.

· Personnel Services – At the time of setting the terms of reference for the Service to Schools review, Personnel Services provided to schools received favourable responses from head teachers and OFSTED.  A review of out stationed personnel services was also scheduled to take place in Years 1 and 2 (now encompassed within the Support Services Review) of the City Council’s 5-year programme of best value reviews.  It was; therefore, appropriate to refer the personnel services to schools element to the overall personnel review in order that issues, such as performance management and comparisons, could be developed.

· Financial Services – When the terms of reference were being established, financial services were to be reviewed by District Audit as part of a national review of delegation of budgets and financial support to schools.  It was anticipated that this would facilitate greater comparisons with other local authority providers and would be supplemented by the development of performance information and comparisons with other providers.  Financial services were subsequently incorporated within the review of support services in Years 1 and 2 of the City Council’s programme.

· Purchasing – This is a small service and it was considered that it should be considered as part of the wider Procurement Review which took place in Year 1 of the Best Value Review programme.

· Key holding and Security Services – At the time of establishing the terms of reference, this service accounted for only £10,000 p.a. and was subject to external tender.

3.3.4
As a result of the removal of the abovementioned services to provide a more manageable and focused Best Value Review, the under-mentioned services were incorporated within the terms of reference for thorough scrutiny as part of the Services to Schools Best Value Review: -

· IT Services

· Building Cleaning and Caretaking Services

· Governor Services

· School Catering Service

· Property Services

· Grounds Maintenance

There was then further corporate developments around ICT provision and, after debate, it was concluded that a full Best Value review for ICT was not appropriate.

3.3.5
In addition to reviewing the provision of the abovementioned specific service areas, the principle focus of the review was to address the overall ‘theme’ of services to schools, assessing strategic issues such as: -

· The Service Level Agreements (SLA) process

· The organisational structure of trading services

· The development of marketing strategies

· The co-ordination of quality assurance processes

3.4
Terms of Reference
At the meeting of the Social Scrutiny Committee held on 12th July 2000, it was agreed that the aims of the review would be: -

· To develop a thorough understanding of users’ and non-users’ expectations for these services.

· To provide a fundamental challenge in order to establish whether these services need to be carried out at all and whether the services are best provided in-house.

· To determine how these services’ performance compare with other providers.

· To establish whether alternative methods of service delivery would better suit the needs of users/non-users.

· To ascertain which other providers might deliver viable alternative services to present in-house providers.

3.5
Areas of Focus   

Areas on which the review should concentrate were identified as: -

· The extent to which the collaboration between the various functions and Directorates providing these services is effective.

· Whether the temporary traded services structure has the potential to improve service delivery.

· Whether there is capacity to invest in services for their future development.

· SLAs and the way, in which they are developed, priced, purchased and managed.

· The degree to which the service team members have the appropriate skills for the ‘Fair Funding era’.

· How partnerships can be developed to improve service provision.

· How performance management can be improved across all services, particularly the areas of planning, performance indicators, target setting and the usage of trend data.

3.6
Expected Outcomes

Expected outcomes arising from the review were anticipated as being: -

· The identification of gaps in services provided.

· The identification of measures to improve performance management.

· The production of a comprehensive performance improvement plan.

· The identification of options for alternative approaches to service delivery.

 3.7 
Resources Identified to Progress the Review

At the outset of the review, resources were identified to enable the review to be progressed as follows: -

· A Review Team Leader from the Environmental Services Directorate (estimated input - 20 days)

· Link Officer support from the Best Value and Performance Team (formerly the Quality and Competitive Services Unit.)

· Quality and Best Value Manager from the Education and Leisure Directorate.

· Service specific resources.

· The involvement of head teachers and school governors in the review team to be explored in conjunction with the primary and secondary school head teacher networks.

· The involvement of an independent expert to provide an ‘external challenge’

· Input into the Review Team from financial and personnel experts.

4. 
CONTEXT OF THE REVIEW
4.1 The timing of this thematic review was important.  It came at a time when the Government was implementing its plans for a substantial (£1 billion) increase in the degree of delegation to schools in relation to a large range of support services, with a significant proportion of that extra delegation starting in April 2000.

4.2 The aim of this delegation was to promote self-improvement in all schools. The revised Code of Practice on Local Education Authority-School Relations makes clear that ‘schools can manage most effectively if they have the fullest practicable control over their resources to implement the school’s development strategy.  Under Fair Funding, they control a wide range of functions; and the Government expects Authorities to keep central expenditure to a minimum and to delegate to the maximum extent both funding and control over how that funding is deployed.’ (Paragraph 13 of the Code).

4.3
The Fair Funding focus was further emphasised in the Government’s Green Paper on ‘Modernising Local Government Finance’, published in September 2000, which explains why the Government is convinced of the need for reform.  As far as the funding of local councils’ education functions is concerned, it poses two key questions:
· How can we ensure that funding is properly matched to the separate responsibilities of local authorities and schools?
· How can we ensure that the funds allocated by Central Government for education are used for those purposes?

4.4
In October 2000, the Department for Education and Employment (now the DFES) published a policy paper entitled ‘The role of the Local Education Authority in School Education’, which outlined the role of the modern Local Education Authority, considered how methods of working could be modernised, and put forward proposals for action.  The paper emphasises that it is not the role of LEAs to ‘seek to provide directly all education services in their areas’.  And, with regard to the delegation of funds, it makes it clear that it is essential that ‘schools can make genuine and well-informed choices among different service providers.’  It acknowledges that there are a number of ways in which schools’ ability to procure services that represent best value can be developed, and through which the LEA can focus on its core responsibilities, namely:

· Education Authorities can help promote a more open market in school services and take steps to ensure that all schools have the knowledge and skills they need to be better purchasers of goods and services; 

· Education Authorities can test out new ways of sharing school improvement responsibilities with groups of schools who have the knowledge and skills to discharge that role; Education Authorities can develop and trial new ways of discharging responsibilities in partnership with other Local Authorities, and with other public, private and voluntary sector bodies.

· To help schools to be more effective purchasers of services, the DfEE is exploring a number of options.  It is working on a pilot scheme in one Local Education Authority area that offers schools an independent ‘brokerage’ service that puts them in touch with a range of suppliers and aims to achieve the best value from their delegated budgets.  In addition, the Department is funding 11 projects designed to consider new models of service delivery.

5.
REVIEW PROCESS

5.1 In line with the City Council’s Corporate Best Value process, baseline data was collected through service profiles, completed following work with the individual service managers, to collate essential background information regarding cost of the services, results of internal and external assessments, level of SLA buy-back etc.  In addition to the input from Service Managers, the service profiles also drew upon external inspection in the form of the OFSTED LEA inspection report (January 2000) and the views of head teachers and the Education and Leisure Directorate’s Leadership Team.   The key facts obtained from the service profiling stage were compiled in a common form and are attached at Appendix B.  

5.2 An analysis under the European Foundation for Quality Management (EFQM) criteria was undertaken, in line with the City Council’s Corporate Best Value process, to highlight the major issues affecting the services at the thematic level. This analysis was undertaken by the Thematic Review Team together with the ‘external challenger’ from Blackburn with Darwen (see para 5.8). The results of this analysis against the 9 criteria of the EFQM are detailed in Appendix D.  The majority of the areas for improvement identified from the EFQM analysis will be dealt with through the Improvement Plan arising from this review.  Other areas for improvement will be dealt with outside of the review.  Work will also be undertaken to emphasise the positives (strengths), which have arisen from the EFQM analysis.

5.3
The service profiling stage identified a number of issues at the outset of the Review: -

· There were significant gaps in the information: the major gap being the absence of comparative information from other providers.

· Much of the evidence supplied in the profiles is anecdotal.  There is an absence of hard trends analysis that could lead to some conclusions being drawn about the services.

· Whilst performance indicators have been developed within team plans for each of the services, these indicators tend not be robust.  Many measure inputs only and very few are linked to the costs of the service.  The indicators also do not reflect the users' assessment of the quality of the service. 

· Many of the services do not have a systematic process for consulting users.

5.4 The evidence gathered at the service profile stage was utilised to form the identification of the terms of reference for the Review.  The key service profile facts, views of head teachers and Education and Leisure Directorate’s Leadership Team, external inspection information and EFQM analysis were incorporated within the draft terms of reference to the Social Scrutiny Committee on 12th July 2000.

5.5 Following the terms of reference report being agreed at the meeting of the Social Scrutiny Committee, a Thematic Review Team was established to provide the direction and impetus for the Review, to consider those elements of the terms of reference relating to the overall theme of the provision of services to schools and to review, and input into the work being undertaken within the review of each of the individual services encompassed within the overall theme.

5.6 The Thematic Review Team established programmes of work elements for the overall theme and for each of the service specific reviews, which identified all the key elements of work required and the time frame for undertaking that work.  The Thematic Review Team met on a regular basis to review and develop the programmes of work and develop the programmes as lessons were being learnt. 

5.7 The Thematic Review Team was established with the following members:

Mark Reeves, Assistant Director, Environmental Services Directorate (Review Team Leader)

Andrew Wells, Quality and Best Value Manager, Education and Leisure Directorate

Joanne Hardman (subsequently substituted by Neil Watts as from December 2000), Link Officer, Best Value and Performance Team, Chief Executive Directorate.

Bob McIntyre, Principal Group Accountant, Education and Leisure Directorate

Mel Cunningham, Senior Principal Personnel Officer, Education and Leisure Directorate

In addition, UNISON was invited to all meetings.

5.8
A senior officer from Blackburn with Darwen LEA provided an external challenge for the thematic review.  The officer met with the Thematic Review Team on two occasions, for the evidence analysis and option development sessions.  As well as input into these two sessions, the officer was invited to provide written feedback on his views on the two sessions.  This feedback is contained in Appendix D.

5.9
In addition to the Thematic Review Team, elected members input into the review was consistently provided through the establishment of a Scrutiny Panel of members appointed by the Social Scrutiny Committee to provide effective scrutiny of the progress of the review and to ‘challenge’ the work undertaken.   This Panel comprised: -

Councillor Clague (Chairman)

Councillors Upton, Pennington, Memory and Leaston

(Mark Reeves, Neil Watts/Joanne Hardman and Andrew Wells facilitated the work of the Panel.  Service Managers provided input into the Panel, as required)

5.10 Regular reports were presented to the Scrutiny Panel and one of the Panel meetings was specifically allocated to enable Service Managers to present details of their services to Panel Members.  This provided members with a greater understanding of the services and also of the best value process.  In addition, progress reports were regularly presented to the Social Scrutiny Committee to ensure that they were fully up-to-date with the progress and detail of the review.

5.11 Service Managers and Scrutiny Panel members attended a workshop at which the Best Value Review process was explained; the timetable identified and tasks outlined.

5.12 Throughout the review process, keeping stakeholders informed of the review’s progress has been a priority.  The target groups and communication methods have been: - 

· Scrutiny Panel and Scrutiny Committee, via regular progress reports (as indicated in 4.10 above).

· Head teachers via:

(a) the Services to Schools Group

(b) The Director of Education’s meetings with Head teachers 

(c) Head teachers Network meetings 

(d) Head teachers.

· The Leadership Team of the Education and Leisure Directorate, via regular briefings.

· Managers from the traded services, via copies of Scrutiny Panel reports and through briefing sessions.

· Staff in general within the services through briefing sessions.

· The Service Level Agreement Group.

6.
APPLICATION OF THE 4Cs TO THE THEME OF SERVICES TO SCHOOLS

6.1
In accordance with the City Council’s Corporate Best Value Review process, the review utilised the corporate 4Cs checklist as a basis for the application for the 4Cs.  Details are contained within this section of the report of the work undertaken in respect of each of the 4Cs for the theme of services to schools.
6.2  
Comparison

6.2.1
In order to ascertain what approaches were being implemented in other authorities with regard to services to schools the following was undertaken:

a) An e-mail was sent out to all authorities participating in the Education Management Information Exchange e-mail database, requesting a contact from any authority undertaking work in this area.  Responses were received from: -

· Worcestershire County Council

· Peterborough City Council

· Stockton-on-Tees MBC

· Somerset County Council

b) An advertisement was placed in the Best Value Community on-line Journal “Best Value Monitor” with the same request.  A response was received from the London Borough of Havering.

c) A study was obtained from Cambridge Education Associates’. The study was entitled “Support Services for Schools, published in August 1999.

6.2.2
Case studies were developed from the information obtained above and the details of the case studies enabled the Thematic Review Team and stakeholders to understand the approaches to service delivery taken by other Local Authorities. The case studies in question are detailed at Appendix E.

The following is a summary of those case studies: -

Case Study 1: Rotherham 

An independent brokerage established to secure the best possible value for money services for schools by working with schools to help them specify their needs and developing a sufficient market to enable schools to have a genuine choice of suppliers.

Case Study 2: Southwark

The creation of a “Select List” of suppliers who meet minimum standards with regard to financial standing, track record and health and safety.

Case Study 3: Devon

The provision of road shows and consultancy services on Best Value for Governing Bodies.

Case Study 4: Dudley

The production of guidance notes to enable schools to assess how they stand on Best Value in relation to their budget process.

Case History 5: Westminster

The creation of a post of Fair Funding Officer in order to support schools in purchasing services from the LEA and other providers.

Case Studies: 6 and 7: Peterborough and Essex.

Organising schools into groups to achieve gains in economy/effectiveness.  Arrangements include the sharing of a bursar, and the collective review of service quality.

Case Study 8: Somerset

Establishing a Customer Support Team to provide every school with a single point of contact and to provide a direct route through to a wide range of services.

Case Study 9: Havering

There is a stipulation that suppliers have to meet certain Quality Assurance standards.


Case Study 10: Hammersmith and Fulham

A systematic approach that includes a complaints channel, as independent survey, and appraisals based on customer satisfaction and business take-up.

Case Study 11: Buckinghamshire

A consultation arrangement with head teachers that focuses on raising achievement in schools through improving services to schools.

Case Study 12: Cambridge Education Associates 

The idea that an effective traded services portfolio or directory should be comprehensive in its coverage of services available, and clear in relation to service standards and costs.

6.2.3 
Throughout the review further evidence was being gathered in relation to comparing approaches across authorities with regards to the theme, these included attendance at:

· DFEE seminar, April 2001 – “Brokerage”

· Education Management Society of Education seminar, July 2001 – “Challenging LEA’s – New models for delivering LEA services”

· Birmingham conference, September 2001 – “New ways of working”

· Information Exchange conference, October 2001 – “ Helping Schools to Implement Best Value” 

· New Local Government Network, November 2001 – “Learning from Partnerships in Education”

· APSE seminar, March 2002 – “ Best Value Services to Schools and Procurement in Education”

6.2.4 The findings from attendance at the above supported the development and further consideration of the brokerage option.

6.2.5
Reality Visit
The development of a brokerage is a new concept in relation to the delivery of procurement choice to schools. The key player in the brokerage field at the present time is considered to be the brokerage established at Rotherham Borough Council. The Review Team Leader and the Assistant Director – Resources from within the Education and Leisure Directorate, undertook a visit in March 2002 to Rotherham BC. The visit was undertaken with a view to assessing the functionality within the brokerage, the relationship between the broker and schools and the current take up of contracts. 

It was evident from the information received, including detailed involvement from the external challenge representative that comparing the performance and approach of Salford City Council with that of others in respect of the theme was extremely difficult.  There are no agreed Performance Indicators in this area, and no service standards.  Whilst other authorities are piloting different approaches, they are all in the very early stages of implementation and it is difficult to evaluate the effectiveness of any at this time.  To support this conclusion two examples are:

a) An article in the 22nd June, 2001 edition of the Local Government Chronicle referring to the aims of the Rotherham brokerage scheme emphasised caution in that it was ‘very much unchartered territory’ and that it was at too early a stage to judge whether it would prove to be successful. The recent visit to Rotherham confirmed this view, however the reality check was essential in developing detailed understanding of the issues to be addressed.

b) A communication from the DFES in March 2002 in relation to the Rotherham brokerage identified the slow development / take-up of services through the broker.

6.3
Consultation/Challenge
The stakeholders consulted on the future provision of services to schools, the methods used and the results of those consultations were: -

6.3.1 Primary Head teachers

Method Used


Agreement was reached with the Chairs of the 5 Primary Networks that consultation with Primary Head teachers would be undertaken at the Spring Term meetings of the networks.  A consultation paper, comprising ideas for the future delivery of services was sent to all head teachers prior to the network meetings.  The Thematic Review Team Leader and Education and Leisure Directorate’s Quality and Best Value Team then facilitated discussions at the various network meetings between January and March 2001.



Results of the Consultation
The overwhelming response from Primary Head teachers was that they simply do not have sufficient time to get involved in a great deal of procurement activity, nor in resolving service delivery problems.  They would find it hugely beneficial if there were someone acting as a ‘champion’ on their behalf, securing the best supply deals, chasing up queries, and facilitating the resolution of problems.
Primary Head teachers are frustrated by the responsiveness of some Council service providers and would want services to improve their consistency and levels of customer care.
Primary Head teachers want to see: -
· Advice on getting the best services

· A greater level of responsiveness from services, and a more customer-focused approach.

· Faster problem resolution by services.

· Someone to ‘bat on their behalf’.

· More information about other providers. 

· More information about what options they have to go to other providers

· A named contact to deal with concerns.

· Better standards of customer care.

· Information within SLAs regarding problem resolution and refunds.

· LEA services to improve.

Follow up Consultation

In January 2002, the issue of Best Value and Brokerage was discussed at the Director of Education and Leisure’s meeting with all Primary Head teachers.  The meeting aimed to seek views on the way forward following the findings of the review team. The presentation was a comprehensive appraisal of the findings to date and there was agreement that a brokerage should be established.

6.3.2 
Secondary Head teachers

Methods Used
The Review Team Leader and the Quality and Best Value Manager in Education and Leisure Directorate met with secondary head teachers at an early stage in the review to ‘set the scene’ for the review.

It was agreed with the Chair of the Secondary Head teachers Association that the only acceptable way of consulting with this group of stakeholders was via the Director of Education’s termly meetings with Secondary Head teachers.  The consultation paper referred to in 6.3.1 was sent out in advance of the February 2001 meeting.  However, no Head teachers stayed on after the Director’s meeting to take part in a discussion.  Subsequently, a letter was sent to all Secondary Head teachers, encouraging them to offer their views as to the way in which services to schools should be developed; no responses to this letter were received.  Finally, members of the Thematic Review Team made direct approaches to a sample of Head teachers to gather their views.

Results of the Consultation 

Areas covered at the meeting on 2nd May 2001 with Mr T Walsh, Head teacher of Harrop Fold High School (who is currently the Chair of Secondary Head Teachers) were: -

· History of procuring services

· Views on the present situation

· Development of SLAs

· How should schools procure in the future?

· What support mechanisms need to be considered?

· Views on solutions being considered by other authorities

· Options for the future

The main points raised in the meeting were: -

· The current perception of procurement and services received is based on the historical and current communications with the LEA. The perception of services provision generally is not good due to a number of factors, these include: -

· The quality of all services is being dragged down by poor services being provided to a minority of schools

· The poor quality of first SLA documentation and content.

· ‘Take it or leave it’ attitude from service providers.

· Schools are notified of SLAs late in the day with no consultation, therefore leaving no scope for alternative providers to be considered.

· No transparency within the process.

· In relation to the present situation: -

· Information is still not getting through.

· SLA Road-show is ‘a waste of time’. It is only selling Salford’s services.

· There is no real contract in place.

· There are a number of agencies offering brokering services, but it is clear that there is no real market in place for such services and that brokers are not mature in providing such services to schools.

· If the city was to provide a brokerage service then: -

· It would need to demonstrate independence.

· Schools need support in the short term.

· If an internal broker were not seen to be independent and working for schools, then there would be no long-term future.

· Any brokerage must maintain a monitoring role.

· Quality/effective contracts need to be established and, therefore, expertise in this commercial area would be required.

· Any establishment of such a service would need head teacher representation on a recruitment and selection panel.

· Schools should procure services in a number of ways in the future. However, an independent broker should provide the economies of scale. Alternative ways forward could include clustering of Secondary Schools and feeder Primaries.

· The Council needs to determine which services it cannot afford to provide so that schools can be informed 2 years in advance so that they can plan and procure effectively.

· Certain services are being cut back (e.g. Personnel advice) at a time when demand is increasing for such services.

Follow up Consultation

In December 2001, the issue of Best Value and Brokerage was discussed at the Director of Education and Leisure meeting with all Secondary Head teachers.  The aim of the meeting was to seek views on the way forward. Secondary Head teachers, as a collective body, identified that the choice of broker was not an issue subject to the broker being able to demonstrate independence and objectivity and to have the necessary skills and expertise.

6.3.3
Chairs of Governing Bodies



Methods Used  

The Thematic Review Team Leader attended the Salford Governor’s Forum, in October 2000, to ask how Governors wanted their views about services to schools to be heard.  Subsequently, a copy of the consultation paper referred to in 6.3.1was sent to all Chairs, together with a brief pro-forma on which they were asked to record their views.  7 responses were received.



Results of the Consultation
Whilst there were too few responses during the consultation process to draw many conclusions about the views of Chairs of Governing Bodies, the idea of brokerage was supported by some respondents. One Chair saw the future role for the City being that of client rather than contractor.  In addition, there was a call for more advice to be made available to governors regarding Best Value.



The following comments were received from Chairs of Governing Bodies: -

· ‘Brokerage appears to be the best route’

· ‘The future role for the City is to act as client representative and monitor the quality of service, and not by being a contractor.

· Road shows to give an overview of SLAs would help.

· Primary schools don’t have time to assess competency of bidders, so the brokerage idea looks interesting.

· Quality Assurance standards and Chartermark would help uniformity of service providers.

· The Cambridge Education Associates case study on SLA documentation is the way ahead for Salford.

· Would like more advice regarding Best Value.

6.3.4
Elected Members


Method Used 
The Quality and Best Value Manager from the Education and Leisure Directorate interviewed the Leader and Deputy Leader of the Council, the Lead Member for Corporate Services, and the Lead and Deputy Lead Members for Education in Autumn 2000, all on a one-to-one basis, to determine the views of the Council regarding the future delivery of services to schools.
In addition all Service Managers were required to present their service to members of the Scrutiny Panel in January 2001.
Result of the Consultation
Elected Members were clear at the time of the interviews (Autumn 2000) that services had to demonstrate they could provide what the schools wanted.  One member said, “If we can’t demonstrate that our services represent Best Value, we don’t deserve to keep them”.   Some members were unconvinced about the benefits of the outsourcing, whilst others expressed concern about the level of unit costs.  The recent Best Value Review of Procurement highlighted the current thinking within the Council regarding its role as service provider – it aims to give services the opportunity to improve before looking at other service delivery routes.
Views expressed by elected members were as follows: -
· The Council must prepare for whatever the future holds – ideological positions will not be held onto.

· If schools opt out, we may be increasingly uncompetitive.

· The Council needs an exit strategy regarding trading with schools, but it should not precipitate the demise of trading.

· The Council does not yet have a strategy for trading of education services.

· The Council is not convinced outsourcing represents Best Value.

· The Council needs to differentiate between the LEAs core roles and its ‘other roles’

· Regarding the LEAs ‘other roles’, it is desirable for the Council to be the provider but not crucial.

· If the Council cannot demonstrate its services represent Best Value, it does not deserve to keep them.

· The Council needs to offer more advice to head teachers and Governors.

· The Council needs to reduce unit costs.

6.3.5
Consultation with Senior Officers within the Education and Leisure Directorate and Lead Members



Methods Used
Interviews were conducted with the Director of Education and Leisure, the Principal Group Accountant and Senior Principal Personnel Officer (within the Education and Leisure Directorate), and representative managers from the Service Level Agreement Group, to ascertain their views regarding the future of traded services.
Formal challenge sessions were held with Service Managers responsible for services within the review in July 2001.
In addition a challenge session was held in November 2001, chaired by the Chief Executive.  Also in attendance were the Director of Education and Leisure and the Directorate Leadership Team, Scrutiny Panel Members and Councillor Daniels representing the lead member for Education.
Results of the Consultation
The Director acknowledged the need to change the approach to service delivery in light of the national pressure on LEAs to concentrate on their core responsibilities.  However, a concern was also expressed as to what might happen to the LEA role as ‘provider as last resort’, and felt that it would take time for the Council to reach any conclusion about its role as service provider.

The following points were raised:

· The Directorate must develop clear principles for trading.

· The brokerage role needs developing.

· Services must aim for consistency rather than uniformity.

· Each service should report on quality performance measures.

· The SLA contract period had now been re-aligned to fit in with the academic year following consultation with all schools.

The Director of Education and Leisure also raised the following points: -

· The national agenda is being driven by the private sector.

· What happens to the LEA role as ‘provider as last resort’?

· Partnerships with other LEAs may be the way forward.

· The Best Value philosophy is unclear in Salford.

· Do we need to re-invent the client role?

· How could the broker role be funded?

· How do we decide what we should keep delivering?

· Members must decide where they sit regarding delivery/brokerage – this will take time.

· The LEA needs to change its approach to service delivery before the next LEA OFSTED inspection.

In relation to the challenge session, the contents of the report were agreed and that further work needed to be undertaken with regards to exploring the possibility of a brokerage service within Greater Manchester.

6.3.6 Service Level Agreement Group

Methods used

The members of the Service Level Agreement Group who were interviewed (Autumn 2000) expressed real concerns about the lack of trading vision and strategy and the detrimental effect of this situation on the viability of their services.  As the market place for the Council’s traded services opens up, service managers believe that their ability to demonstrate competitiveness relies upon the development of appropriate strategies, which, in turn, require a commitment to trading from the organisation.  Group members acknowledge the need for better financial management information systems and a more consistent approach to issues such as complaint handling.  The Group’s Marketing Action Plan brings together the key areas where improvements can be made in the Group’s activity. 




Results of the Consultation

Members of the Service Level Agreement Group also raised the following points:

· There is a lack of corporate vision for trading.

· Assistant Director (Resources) – the post holder will play a key role in developing strategy. 

· How are we able to fund matching activity?

· A single point of contact for all services?  Not a popular idea with services.


· A Marketing Action Plan for traded services has been developed.

· The SLA Group does not cover all traded services (e.g. Inspection and Advisory Services; Grounds Maintenance etc.).  NB these services are now members of the Group.

· Consistent Quality Assurance systems (complaint handling standards, training, etc.,) have yet to be developed.

· More information is needed regarding the competition.

· Advice to schools needs to be given regarding where else to buy services – but don’t expect services themselves to provide this.

· Awareness of what needs to be done regarding trading is not the issue – it is the application of the ideas.

· Work is being done on standardising SLAs.

· The group’s members have mixed views regarding brand development and other marketing strategies.

· Financial Management Information is inadequate and formal trading performance review mechanisms are lacking.

· Invoicing to schools is slow.


In November 2001 the issue of Best Value and Brokerage was discussed at the SLA Group meeting.  The aim of the meeting was to seek the meetings view on the way forward. It was agreed that a brokerage be established.

7. ANALYSIS of options for the overall provision of services to schools

7.1
The analysis of options for the future delivery of services to schools was informed by the evidence gathered during the course of the review, and focused on the following considerations:

· The views expressed by stakeholders during the consultation undertaken as part of this review;

· The emergence of alternative models of service delivery such as brokerage, and what is known about their effectiveness;

· The developing maturity of both schools as purchasers and Local Authority services as providers;

7.2 A full version of the Option Analysis is included as Appendix F.
7.3 In light of the above considerations, the members of the Review Team concluded that in order to increase the options available to schools in relation to the procurement of services then the main driver from the review would be the creation of a brokerage service.

7.4 The purpose of a brokerage is deemed to be:

· To provide schools with a series of choices.

· To provide these choices in ways that makes the market in these services intelligible and available to schools.

· To assist in the capacity development of schools to enable them to make the best use of these choices and to secure best value in the provision of services to schools.

7.5 Brokerage can be delivered at different levels and a clear specification needs to be established. These levels include:

· Provides Information on sources from which supply of the service could be obtained

· Provides information and offers an evaluation of the supplier with reference to criteria such as cost and quality

· Offers a full procurement service on behalf of the client, including managing and monitoring of service contracts.

7.6
The perceived benefits of brokerage include:

· Gives schools access to a wider range of service providers.

· Gives schools access to services that the LEA does not or is unable to provide.

· Creates wider market for opportunities for service providers.

· Facilitates the best use of the capacity issues and staffing/resources problems.

· Enables schools to fulfil the requirements of Best Value, DfES, Ofsted and Audit Commission.

· Enables the LEA to fulfil its legal duties/responsibilities in relation to Best Value and the provision of information about a range of services and service providers.

· More efficient, responsive and cost effective support services for schools.

· Facilitates continuous service improvement and better quality services.

· Gives access to meaningful benchmarking tools and information.

· Enables schools to buy confidently because quality assurance is built in.

· Utilises specialist knowledge and expertise available.

7.7 It is acknowledged that a Brokerage service will be an additional procurement choice available to schools. This choice will supplement the existing choices of:

· Ceasing the service.

· Procuring the service from the in-house provider.

· Procuring the service externally.

· Undertaking the service themselves.
7.8 The options analysis identifies three types of provider:

· An external broker.

· The creation of a role / structure within the Local Authority.

· The establishment of an Association of Greater Manchester Authorities (AGMA) brokerage. In relation to this type of brokerage this may be an external provider or the establishment of a lead authority broker.

7.9 The detailed options analysis makes clear statements with regards to the advantages and disadvantages of all three options.

7.10 
In light of the above considerations, the members of the Review Team concluded that the option that best suited Salford and its schools was that of an AGMA Brokerage.
The advantage of this option would be: 
· The organisation would be independent, and could be seen to offer objective, impartial advice regarding possible suppliers.

· It would provide opportunities to work regionally with suppliers.

· It would provide opportunities for economies of scale and promote value for money.

· By working regionally, it could help schools make the connection between procurement and education strategies.

· It would support the DfES views on partnership working and the consideration of new delivery models.

· It would be innovative and therefore could attract investment.

· It reduces the commercial risk.

· It enables the sharing of best practice.

The disadvantages of this option would appear to be that:

· Set-up times are potentially longer due to the multi-complexity of different clients.

· There is a danger that schools will end up with generic specifications that do not exactly meet their needs.

7.11
The Options Analysis exercise identified a number of other areas where improvements are desirable, and that are being undertaken/considered at the present time:

· The Services to Schools Directory, last produced in June 1999, is to be updated.
· The Services to Schools Group needs to be developed as a means of promoting effective communication, developing procurement and raising awareness within schools.
· Service Level Agreement Group membership – this currently comprises the majority of managers of services trading with schools, and is being expanded to include other services such as the Inspection & Advisory Service.
· Service Level Agreements for 2001/02 have been significantly improved from last year’s version, with greater uniformity and clarity of information, and include a firm commitment as to the standards that services will reach.
8. 
APPLICATION OF THE 4CS TO THE SERVICES - SUMMARY
8.1 Background to Services
As explained in section 3, the Services to Schools review includes services currently delivered from a number of directorates.

Service Area under Review
Directorate

Governor Services
Education and Leisure

Property Services
Development Services

Schools Catering
Education and Leisure

Building Cleaning Service
Education and Leisure

Relief Caretaking
Education and Leisure

Grounds Maintenance
Environmental Services

ICT
Corporate Services

8.2
Service Level Agreements
All services have Service Level Agreements with schools.  As from 2001/02, all Service Level Agreements are for the same period and follow the same format to facilitate ease of use and understanding. 

8.3
Methodologies and Processes Used To Review the Services

8.3.1
Methodology

Stage 1

Each of the services within the scope of the review has completed, as part of stage one of the review, a service profile document that fully describes the current service. 

Summaries of the key facts, taken from the service profiles, are contained in Appendix B.

Stage 2

The second stage of the review applied the concept of the 4Cs to each of the services.  The 4Cs analysis for each service is detailed in the service specific sections.  

Overall findings for each of the 4Cs are outlined in the following paragraphs.
8.3.2 Consultation

Two types of consultation activity took place for the purposes of the Best Value Review:

· The Service Level Agreement (SLA) Survey

· Service Specific Consultation

SLA Survey 

A survey was carried out in January 2001, on behalf of the 12 services who have SLA’s with the schools.  The areas of focus for the consultation were to establish:
· How schools would prefer to be consulted with.

· School satisfaction with the services.

· The factors, which are important to schools when purchasing services.

A total of 65 schools responded. The main findings are detailed below:

How schools would like to be consulted with
% rating

Postal Questionnaire
32.3%

Meeting with 1 person who feeds back my views to all service managers
28.1%

Just the Trade Fair
24.6%

1:1 meetings with service managers
16.8%

For what period would you like the SLA be offered?
% rating

September – August
81.5%

Factors that are important to schools when they are determining which organisation to use
% rating 

Cost/Price
43.75%

Fair Deal/ Value for Money
29.68%

Reliability
20.3%

Efficiency
20.3%

Equality of job/service
20.3%

Benefits of receiving services from the LEA 
% rating

Dealing with people:

· you know

· who are local and who understand

· who are interested 
32.78%

They are people who know your requirements and provide local support
26.22%

Time effective and convenient
24.59%

Best Deal / Value for money
22.99%

 Disadvantages of receiving services from the LEA 
% rating

The Service may not be the best available
22.22%

We do not know whether we are paying a competitive price.
14.81%

What would make you leave the LEA and use another provider?
% rating

Poor Service
69.2%

High costs/poor value for money
58.5%

Reliability
18.5%

Satisfaction ratings for the individual services included in this review
% rating service as average or above
% rating service as poor or very poor
% not replying or don’t know

Governor Services
92.3%
0
7.7%

Catering Service
92.9%
1.5%
4.6%

Building Cleaning
90.8%
1.5%
7.7%

Relief Caretaking
This service was included within the building Cleaning service at the time of the survey

Property Services
78.6%
12.3%
9.2%

Grounds Maintenance
53.9%
24.6%
21.5%

ICT
83.1%
13.9%
3.1%




*1.5% represents one school.

The satisfaction ratings are broken down into more detail in the section for specific services.

Findings and Conclusions Arising from the SLA Survey

If the Head Teachers were going to continue buying from the LEA, they would want to see the following service improvements:

· Clear, concise SLA agreements with the front sheet giving full details of the service and costs. 

· An indication should be given of services not included in the SLA.  

· The LEA should have a standard format to be used by all Service Managers.

· Sufficient time to read and think about the SLA before the budget.  At least two / three months prior to the budget to enable them to make an informed decision about buying services from the LEA or elsewhere.

· Head Teachers have bought services this year, but next year depends very much on the quality of the service received.  It also depends on the Service Managers listening to them and making appropriate improvements. 

· Service Managers need to demonstrate flexibility to customers needs, e.g. some want a Buille Hill type event, one to one consultations or a clear and concise SLA, which can be followed up by a meeting if necessary.

· Consultation by Service Manager should be co-ordinated and at a specific time of the year.  Managers need to know their customers and the methods best suited to them.  For some it will be questionnaires, telephone call or a visit.  

Conclusions Arising from the SLA Survey  

· Price and value for money are important to the schools.  However, schools are not sure that they are getting value for money from the services.  Therefore, there is a need to establish why there is a lack of certainty.

· Need to establish that the individual services are good at their own core tasks by embracing the concept of continuous improvement.

· Need to ensure that services appear to schools to be “joined up”.  

Service Specific Consultation

All services have undertaken consultation with stakeholders, both as ongoing service improvement activity and specifically as part of the Best Value review process.


The service specific consultation activity is explained in detail in the service specific sections of this report.

Findings and Conclusions Arising from the Service Specific
 Consultations 
There were a number of issues that arose through the individual service consultations that would equally apply to all of the services.  They were:

· All services consult with the services users.  

· The quality and quantity of the consultancy activity is variable.

· There are some gaps in some services were all stakeholders have not been consulted with. 

· The consultations need to be meaningful, avoiding an “are you satisfied with the service” approach that only gains a yes or no answer, but needs to gather comments on the effectiveness of the service, VFM, quality, future direction and improvements in service delivery as appropriate.   

· Appropriate consultation methods to consult with children need to be developed.

· There is a need to ensure that consultation activity is co-ordinated and planned so that it links in to the emerging directorate and corporate consultation strategies

8.3.3
Comparison 

All services had some difficulty in obtaining meaningful comparative like-for-like data, as Benchmarking Groups are not fully established. However, comparative data is available to schools as they attend presentations from other providers and have access to our prices and SLA information etc.

Findings and Conclusions 

· Some services had well developed and meaningful performance measures in place. 

· Further work needs to be undertaken across all of the services to develop meaningful local performance indicators in conjunction with other authorities and benchmarking groups.

8.3.4
Competition.  

Findings and Conclusions

· Some of the services had already undertaken work under CCT and had completed thorough and robust competitor analyses 

· Not much information about competitors was available to the services, mainly because such information is treated as commercial in confidence in the private sector.  
· In considering the overall theme of services to schools the main recommendation is the establishment of a brokerage to increase choice.  There is a mixed economy in relation to service providers and it was felt that schools should continue to be presented with the options of internal service delivery.
8.3.5
Challenge

All services were part of a formal challenge sessions, which was led by the Chief Executive, in November and December 2001.

Findings and Conclusions
· Some services are performing extremely well delivering services that are well received by the users.

· Further challenge work will need to continue on an ongoing basis to ensure continuous service improvements for the users, with the results of any challenge work feeding into the Service Improvement Plans.

8.4
Sustainability
8.4.1
There is a general concern amongst Service Managers that if schools elect to use alternative service providers for short-term gains, the longer-term issues will be overlooked.  For example, the savings made by being able to negotiate reduced bulk rates affect the services not opting out.  This will in turn affect the viability of providing any type of service at all.  The issue of last resort provider needs to be addressed.

8.4.2
There is also an issue around the impact that schools opting out of the services will have on the rest of the schools – reducing economies of scale to those still choosing to take-up the services and the impact of employees - redundancies.

8.4.3
Some schools at present are not mature purchasers and due to this lack of expertise in contracting, may sign up to long term contracts which are unsustainable and leave the school in a position where they are stuck with a service that is not satisfactory.

8.5 
Actions Arising from 4Cs Analysis that are Applicable to all Services

Ref No.
Action

A1
SLAs to be more flexible. 

A2
Establish clear pricing/charging mechanisms, within the SLAs to ensure clarity and certainty around value for money. 

A3
Develop clear service standards so that users can be sure of what to expect.

A4
Develop meaningful performance indicators for each service so that performance can be consistently measured, monitored and compared with other authorities.

A5
Review the approach to consultation to develop a co-ordinated approach which includes all relevant stakeholders

A6
Services to actively take part in benchmarking and other groups to obtain comparative data. 

A7
Each service to continue to critically challenge its provision and performance by examining processes and identifying improved methods, which secure continuous improvement for the user.

A8
Help schools to become confident and mature purchasers.

9.
APPLICATION OF THE 4CS TO Governor Services
A Service Profile for Governor Services has been completed. The key facts from the service profile are in Appendix B.
9.1 
Consultation


The stakeholders of the service are: 

· Schools

· Governors

· Governor Services Staff

· Link Officers

· Minute Officers

Consultation was undertaken which was undertaken with stakeholders, including methods used, are described below. 

9.1.1
Schools

The Service Level Agreement (SLA) Group carried out formal consultation with the schools in January 2001.  The survey sought the views of schools on the services provided by the LEA.  

The results from the Service Level Agreement survey for Governor Services showed:

· 92.3% rated the service as average or above, with

· 83.33% rating the service as good or very good.

· 0% rated the service as poor or very poor

· 7.7% did not reply to the survey.

9.1.2
Governors
Consultation exercises have been conducted with governors in1995 and 1997.  Both these surveys provided positive feedback about the service.  

To gain current views, a questionnaire was sent by post to 240 governors. 89 responses were received. 

Results of the consultation found that:

· 94% of governors are happy with the service they receive from Governor Services, particularly the training.

· The following were all highly rated:

· Governor Services’ Staff.

· Choice and quality of training

· Quality of clerking service

· Quality of Minuting services

· Quality of information received (including the Newsletter) and legislation updates

· 21% of responders did not reply to the question about the resource library.  The resource library is not a core part of the service and most governors choose not to/or cannot access the library due to other commitments, and prefer to research/check out information via different means rather than use the library e.g. ringing Governor Services direct to ask for advice: the staff then use the library.  All governors are aware of the library resource as a list was issued to all governors.

· The amount of reading that governors have to do was raised as an issue.  This is not under the control of the governor services team; rather it is information provided from regulatory sources.  Governor Services however have responded positively to this and issue summaries, in plain English, through the Governor’s newsletter, to explain the main points of national education issues and give both the national and local context.  These have been well received by Governors and were positively commented on in the consultation document.

Other issues and suggestions raised have been addressed in the service improvement plan.

9.1.3
Link Officers

A questionnaire was issued to a sample of 31 out of a total of 44 Link Officers.  Out of the 31questionnaires, 17 were sent to staff who are all Link Officers drawn from the Inspection and Advisory Service.  The 17 Inspection and Advisory Link Officers chose to complete their responses as a group.
The main findings from the Link Officers survey are:

· Governor Services were rated very highly for the information provided for meetings and the support provided to Link Officers for meetings. One comment said,” They are a model of good administration”.

· The support that Governor Services provides to Link Officers helps them in their role.

· Link Officers would like summary notes from the briefing sessions.  This has now been done and is well received.

· Link Officers questioned whether the Link Officer role was still appropriate in view of the changing relationships between the schools and LEAs.

· The Link Officers would like the briefing sessions that run for them to be more interactive.  This would enable them to disseminate information at governor meetings more efficiently and effectively.  The Governor Services Team have responded positively to this by inviting guest presenters and holding interactive question and answer and discussion forums.  This provides the opportunity for officers to raise points and ask questions, which in turn makes them more confident when presenting the information at governor meetings.  Feedback from Link Officers about the changes has been positive.

Other issues raised through the consultation have been addressed in the service improvement plan.

9.1.4
Minute Officers
Eight Minute Officers, out of a total of 16, were interviewed on a one-to-one basis.  The Officers were a mixture of experienced and new Minute Officers.

The main finding from the consultation is:

· Minute Officers believe that Governor Services are knowledgeable, helpful, and approachable and offer very good support.

Only minor improvements to the service were highlighted.  These have been addressed in the service improvement plan. 

9.1.5
Governor Services Staff

Consultation interviews were undertaken with all Governor Services staff.

The main issues from the consultation interviews were:

· Concern over the effect of the dual role of the Training Officer and the Office Manager.

· Staff are motivated although there has been an increase in sickness levels. However, sickness rates have fallen from 123 days in 2000/01, to 46.5 days in 2001/02, to none in 2002/03 as of 17 May 2002.

· Heavy workloads of staff mean that extra support cannot be offered to schools.

· There is a need for investment in the team.

· Communication with senior management needs to be improved.  This issue has been resolved as there has been a change of staffing personnel within senior management.

· Staff feel that the service is overlooked and is not given the attention it deserves by management.  To some extent this has been partly resolved by the change in senior management.  However, there is still the need to raise the profile of the team. 

· It is not known why some schools do not buy the service.

9. 2
Comparison 

9.2.1
National Performance Indicators

There are no national performance indicators, which relate to Governor Services.  

9.2.2
Local Performance Indicators

Comparison with other Local authorities

Local performance indicators have been devised in and an effort to compare with other authorities was made.  A total 18 authorities, drawn from both “family” groups and from other authorities that had already approached Salford for information were contacted.
Varying degrees of information were provided, mainly on processes used and levels of services provided rather than PI information, because of the lack of like-for-like data.

Private Sector Comparators
There is no private sector involvement in the provision of Governor Services (with the exception of training), which prevents comparison of the whole service being made.  Comparator information for the training function is detailed further in the competition section.
 


Findings from the Comparison

· Governor Services Teams in other LEAs are all structured differently.  Like Salford, two thirds of authorities that were used in the comparison have a combined Governor Services Team and Training Section.  

· Staffing levels vary greatly amongst the authorities.  The average number of staff is between 3-5, with the administrative element of the service comprising of varying grades from Scale 4 to SO grades.  All Governor Services Teams have a PO grade within the structure.

· A Link Officer or Liaison Officer role is provided by most authorities, however the actual function of the role varies greatly, from advice when requested, to attendance at all Governing Body meetings.  The role of Link Officer in other authorities tends, like Salford, to be drawn from senior staff within the LEA.

· Two thirds of other authorities recruit Minute Officers from within the LEA. Salford recruits from across the authority.

· Approximately, 30% of schools from other authorities appear to minute their own meetings.  This compares to approximately 23% of schools minuting their own meetings in Salford.

· Salford appears to have a slightly smaller budget than other authorities.

· Cost comparisons are difficult as the services are not the same.  However, information suggests that the Salford is at the lower end of the charging scale than other authorities used as comparators.  For example the average cost for the clerking function in most LEAs is about £200 to £475(with one authority charging £895) for three meetings.  This compares to Salford who charge between £225 and £275 depending on numbers.  However, it must be noted that we cannot be sure exactly what has been included to arrive at these costings.

9.3
Competition

9.3.1
Key elements of the current service provision that are currently open to competition are:

1. Clerking of Governor Body meetings

2. Minuting of Governor Body meetings

3. Advice on clerking issues

4. Governor Training

Schools already have the freedom to choose whether or not to use the LEA services, take in-house or use external providers for training.  

9.3.2 There is not much evidence of a market of other providers who offer the services offered by Governor Services. 

9.3.3 There is some evidence of an emerging market from other LEAs; for example, some Bolton schools buy in services from Trafford Borough Council.   

9.3.4 The main competition to Governor Services is that schools can take on the roles of Minute Officer and Clerks themselves rather than purchase from the LEA.   

9.3.5 Salford’s Governor Services Team provides a comprehensive training programme of 52 courses across a range of issues using a combination of in-house capacity, with trainers drawn from a number of functional areas, and externally purchased trainers where there is no in-house capacity.

There are external training providers in the market place who provide governor training.  However, there does not appear to be a single external training provider who covers the full range of training areas that Governors require. However, the possibility of external organisations being asked to develop products to move into these areas has not been explored. 

9.3.6
Two national companies are: the Centre for Educational Management and CfBT.  Both the companies charge much higher daily fees than those of Salford Governor Services Team.  However it should be noted that the Salford figures do not include overheads.  A more realistic estimate is estimated to be in the region of £25.

Provider
Cost per person per training day

Salford Governor Services (using in-house and external local training providers)
£13.50 per person per attendance (2-2.5 hour sessions)

£50 for those who do not buy into the SLA

Centre for Educational Management
£198 +VAT full day

CfBT
£400 +VAT 5 hours

Liverpool LEA (SLA cost)
£30

9.3.7
Partnership arrangements are also in operation with the diocesan bodies (RC and CE) where the LEA funds training which is specific to the denominational schools and is complementary to the in-house provision. Also, consultation takes place with the diocese to facilitate the training courses and joint courses are held from time to time.

Joint working is currently under discussion with other authorities in the North West through the Northwest Governors Group to assess the possibility of the joint provision of training. 

9.4
Challenge
Challenge sessions were held, in November and December 2001, chaired by the Chief Executive, and are summarised below using the following categories:

· Provision

· Customer

· Performance

· Internal/ External challenge

9.4.1
Provision

Requirement

The strategic support role and the provision of information are statutory and therefore we have a duty as an LEA to ensure that the service is available.  The clerking and administrative support for governing body meetings is non-statutory and is delivered through Service Level Agreements. Consultation results show that all parts of the service provision are highly valued.  

The LEA could restrict its provision to just the statutory requirements or schools, could of course, source there own provision but there is not an established external market for the provision of Governor Services.  The main competition is in the area of governor training where there is a market that is not yet mature.  Therefore a reduction in provision from the LEA would not seem to be a viable way forward.



Potential Growth

Demand from schools may increase if more schools decide to buy back into the SLA.  This would need extra staff resource as the current establishment of staff is committed to the current SLA levels and does not have expansion capacity.  

Extending existing services e.g. providing clerking and minuting services for additional governors meetings could develop the services to schools further.  This is an area that would need to be explored further.

Partnerships with other authorities and bodies are in existence and continue to be a successful way of working.  This could be developed with the option for Salford to move into a wider provider role.

Effect of any Reduction in Provision

Any reduction in the number of schools taking up the SLAs would enable the service to offer other schools, who require further support, more services i.e. clerking at extra governors meetings.

Alternative Service Provision

· The increased use of electronic communications with schools is highly desirable and could significantly reduce the amount of paper that moves between Governor Services and schools.  However, the systems are not yet available in all schools to facilitate this.  When electronic communications are available it will have a significant effect on the how Governor Services functions.  

· Comparisons with other authorities showed that each LEA delivers the service in quite different ways. Further work should be undertaken to explore the best ways of working for Salford. 

· Partnership working with both the private sector and the diocese currently takes place.  However, there is scope to further develop these partnerships and develop working arrangements, which can be monitored, that are beneficial to the service users.

· The training function has scope to further develop by adopting a more structured approach.

· Contracts for the SLA element of the Governor Services Team are currently packaged in a way that ensures that any provider in the market place could bid for the work if the contracts were opened up to the external market place.  However, the option of packaging contracts at differing levels to better suit the requirements of individual schools and governing bodies needs to be explored.
· There is a lack of clarity within schools around the roles of Minute Officer, Clerk and Link Officer.  A re-examination of roles needs to take place and then be communicated to all stakeholders.
9.4.2 Customer
Target Users

The users of the service are primarily schools, Head teachers, and governors. However, services are also offered to Councillors and Officers.

Satisfaction of Users
· The governor services team, through the team meetings mechanism, regularly updates its procedures and systems to ensure that they are as efficient as possible.

· Feedback from the customers of the service, through the Governors forum and the SLA group, indicate that the service is highly regarded and provides a channel for informal feedback.

Integration with Other Services to Provide Increased Satisfaction

· Governor Services works with other groups such as the North west Governor Trainer’s Group and the Services to Schools SLA group to improve service and work jointly on initiatives.

Promotion of the Service to Users

· Governor Service’s staff are readily available to all users for help and advice and Newsletters are issued frequently to all governors.  However, there is scope to improve the promotion of the service.
9.4.3 Performance 




Strengths

· The benefits of the Governor Services Team are measured by OFSTED in both the LEA and schools inspections.   Recommendations outlined in the OFSTED action plan to improve performance have been implemented.

· Consultation feedback indicates that customers are extremely satisfied with the services provided by the Governor Services Team and they do not perceive that there are any major weaknesses.

Weaknesses

· There are no major performance weaknesses from the customer’s point of view. 

· Minor weaknesses; mainly concerning processes and the organisation of the service, have been addressed though the service plan.

Performance Measures

· The main performance indicators used by the Governor Support Services are:

· SLA delivery targets

· Rate of SLA buy back, 

· Filling of LEA Governor vacancies (Ofsted target).

Further customer focused performance indicators could be developed to improve the service.

· Governor Services regularly reviews, through team meetings, its procedures and systems to ensure that they are effective and efficient.  The need to continue to elicit customer feedback is recognised to ensure that their needs and priorities are met.

Improvements

· An improvement in performance is likely to occur if issues around staffing levels are resolved and the recruitment and retention of minute officers addressed.

· There is little scope to reduce costs or overheads, as service costs are already low.  However, the following would help:

· Greater transparency in costings, together with easy to understand comparisons would make it easier for customers to understand and make judgements.

· The introduction of more e communications to reduce the amount of paper work and the amount of time taken to carry out certain processes such as circulating minutes for approval. 

9.4.4 Internal and External Environmental Challenge

External Trends

· The work of the team is driven by central government policy.  DfEE, now DfES, is currently conducting a consultation exercise regarding governing bodies.  The results of this could possibly change policy on governing body composition, roles and responsibilities.  This is the main external influence on the team making it difficult to plan long term. The ongoing drive to raise standards means that there is likely to be further changes causing peaks in workflow and placing a strain on staff.

Link with Strategic Objectives

The governor services team links to the following Pledges:

· Pledge 1: Better Education for All.

· Pledge 5: Stronger Communities

· Pledge 6: Supporting Young People

Sustainability

· Governor Services ensures that copies of printed materials are kept to the minimum quantities and aims to contribute to reducing the usage and wastage of paper when they are able to communicate electronically with schools. 

9.5
Conclusions from the 4Cs analysis

Governor Services is a small service providing a statutory function to which is extremely highly regarded by both the schools and officers. Stakeholders’ feedback for Governor Services is very positive: both the services provided and staff are rated highly.  However there are aspects of the service that can be improved, mainly around developing more sophisticated systems and processes, to effectively measure performance.  These developments should enhance even further the effectiveness and efficiency of the service for the users and help to achieve e-gov targets. The actions necessary to drive through improvements are listed below and explained further in Appendix A.

9.6
Actions Arising from the 4Cs Analysis
The main actions required as a result of the 4cs analysis are to:

Ref no
Action

A9
Review the roles of Minute Officer, Clerk, and Link Officer to establish/re-affirm the necessity for the role and clarify to all stakeholders.

A10
Develop a marketing strategy to promote the services offered and improve the profile of Governor Services.

A11
Develop a consultation strategy to ensure that:

· services meet individual school needs.

· services are of the required quality standard.

· reasons for non-take up can be examined, monitored and addressed.

· SLAs are packaged in a way that meets the schools needs

A12
Develop meaningful customer focussed Performance Indicators to monitor the performance of the service, and provide a foundation for continuous improvement.

A13
Continue to develop joint working and partnerships initiatives with the private sector, the diocese, and other authorities to improve the service to schools and ensure Best Value.

A14
Review the roles and staffing structure within Governor Services, in particular the dual role of the Training Officer and Officer Manager to ensure that there is adequate cover and skills within the team to: cope with emergencies, allow for growth in services provided, and effectively deal with any emerging requirements.

A15
Continue to monitor sickness levels to identify trends and reduce to an acceptable level.

A16
Continue to develop the service by utilising IT developments to improve service delivery by streamlining processes and improving the way that information is disseminated and collected.

A17
Research the potential demand for extra provision of the clerking and minuting service for additional meetings over and above the SLAs. 

A18
Develop a strategic and structured approach to training provision to reduce course cancellations and ensure the required training takes place when needed and to the required, and make best use of resources to ensure value for money

A19
Map processes to improve efficiency and effectiveness

A20
Develop a transparent pricing structure that reflect true costs

A21
Develop comparative data and benchmarking processes

A22
Review how information is provided to Governors 

A23
Provide appropriate governor training

A24
Devise a strategy to Increase the number of LEA and ethnic minority governors

A25
Hold Link Officer briefings during term time and make them more interactive.

The above recommendations have been incorporated into the Service Improvement Plan for Governor Services, detailed in Appendix A.  

10.
APPLICATION OF THE 4CS TO THE SCHool Catering Service

A Service Profile for the School Catering Service has been completed. The key facts from the service profile are in Appendix B.
10.1
Consultation



The stakeholders of the service are:

· Parents/ Pupils 

· Head teachers

· Citywide Staff 

· Visitors.  

· School governors

· Elected members

Approximately 30% of management time is spent on liaison with the customer and service development.  

Previously, under the CCT contract, the Catering service undertook surveys, each term, to gather Head teacher perceptions of the service. 

The Schools Catering Service consults twice a year with Head teachers and has a track record of undertaking research on a site-specific basis. Each Area Supervisor is responsible for initiating research at appropriate times, using the findings of such exercises to improve services and providing feedback to schools.  

Results of the surveys have shown a high level of overall satisfaction, with individual service delivery requirements and any issues arising being addressed via action plans implemented by Area Catering Supervisors.
Since delegation, the various traded services have sought to develop a co-ordinated approach to customer research through the Service Level Agreement survey.

Details of recent consultation exercises, including methods used, for the main stakeholder groups, are summarised below. 

10.1.1
Pupils and Parents

Regular customer research using questionnaires and face-to-face interviews have been undertaken in both the primary and high school sectors on an individual site basis.  The aim of this research is to help to develop a clear understanding of user perceptions about the service at an individual site level, rather than attempt to paint a ‘whole city’ picture.  

The utmost effort is put into obtaining the children’s views, both users and non-users, by targeting the school councils and sending literature to all children. 

A special consultation for the purpose of the Best Value review was not deemed to be necessary. 

The main issues arising from the regular consultations are:

High Schools 

· Queuing

· The environment

· Menu choices (more demand for fast food, and some demand for healthy choices) 

Primary Schools 
· There is a difference in what the parents and children require from the service.
· There are differences in needs and requirements of schools in different areas of the city e.g. breakfast services. 
Service improvements that have been already been implemented from the consultation are:
· Healthy meal deals

· Changes to choice and variety of menus

· Changes to queuing systems

· Changes to merchandising
10.1.2
Head teachers
The Service Level Agreement (SLA) Group carried out formal consultation with the school in January 2001.
The results from the Service Level Agreement Survey for the School Catering Service showed:
· 93.9% rated the Catering Service as being average or above, with 

· 72.4% rating the service as good or very good.

· 4.6% did not reply

· 1.5% rated the service as poor. (This equates to one school)

The reasons that the service was rated poor were connected with premises and not service delivery and therefore out of the control or remit of the school catering service.

This highlights the perception problem surrounding services, in that schools do not fully understand what is included in the SLA.

10.1.3
Citywide Staff 

Consultation took place, through face-to-face discussions, with the Area Catering Supervisor Team and randomly selected on-site catering teams from primary, secondary and special schools. 

The findings are summarised below:


Strengths of the Service

· The terms and conditions of employment – hours, training, holidays, sick pay, personal development.

· Provide a service that is wanted, nice to see the end result of work and get feedback from children.

Weaknesses of the Service
· Staffing problems – not enough, cover when staff are sick, doing jobs not trained for, pay issues when covering, lack of supervisory continuity, hours being cut but same outcomes required, no recognition for work done.

· Quality of promotional information poor.

· Lack of changing facilities and security arrangements for personal property at schools.

· Problems with the length of time it takes to get equipment repaired or orders to come through.

· Rubbish left in dining halls.

· Extras being asked for by school.

Staff put forward a number of service improvements ideas in the following areas:

· Training

· Staffing

· Uniforms

· Responsibilities

· Induction

· Equipment and stock

· Paperwork and information

· Cleaning

Some of the suggestions have already been implemented and others have been incorporated into the service improvement plan.

10.1.4
Complaints
The main complaints received through the established corporate complaints procedure are about:

· Dining room  - inadequate size and seating

· Organisation of the dining room /clearing system

· Running out of choice towards the end of sessions

· Quality of materials

· Poor kitchen premises

· Queuing speed of service

· Fast food options

10.2  
Comparison

10.2.1 National Performance Indicators

Currently, there are no National Performance Indicators in existence for this service.  

Previous comparisons from indicators that were in existence in 99/00 are:

Performance Indicator
Salford
NW Met average

% of pupils where meals are available
100
99.9

% of pupils buying back a school meal
56
32

Average Price of a school meal £
1.18 
1.13

Of the 10 North West Metropolitan authorities, Salford has the highest number of pupils buying back school meals and has the lowest price for a school meal. 

10.2.2
Local Performance Indicators


Benchmarking activity amongst service providers is in its infancy, therefore common definitions and performance measures are not yet available.  This prevents like-for-like comparisons with other authorities from being made and makes the available information unreliable, as we cannot be sure exactly what has been included and what has been excluded when working out unit costs etc.

However, despite the difficulties, efforts have been made to obtain comparative data from other LEAs as described below.

Shopping basket:


A “Shopping Basket of a number of commodity prices was compared with three neighbouring authorities: Trafford, Blackburn with Darwen, and Oldham.  However, the information from Oldham was incomplete and therefore they were excluded from the analysis. 

Authority
Cost

Salford
£66.24

Trafford
£67.57

Blackburn with Darwen
£63.24

Average
£65.68

Salford appears to be in the middle range.

Site visits:


Site visits to Oldham and Blackburn with Darwen were undertaken to try to understand the way the Schools Catering Service operates in these authorities. 

The visits found significant differences exist in the way that catering services are structured:

· Blackburn with Darwen still has a client arm, and there appears to be some conflict in the strategic direction of the Authority regarding to the future of the service.

· Oldham has a greater degree of traditional cooking with an increased use of fresh foods.  Its structure is not monitored as much as Salford as there are less Area Catering Supervisors.

Best Value Management Challenge:

Salford participated in a Best Value Challenge session, run by the Association for Public Service Excellence  (APSE) and hosted by Lancashire County Council in June 2000, where a total of 22 authorities shared information about their services. 

Comparative data for 99/00 provided by the 22 authorities is described below:
Item
Salford
 Average

Price of a meal – primary – pupil charge
1.18
1.21

Total uptake
56%
52.8%

Operating cost
1.19
1.07

Cost per meal
.42
.37

Meals per staff hour
10
10.7

Nursery Provision:

A survey of 23 other authorities revealed a very varied approach to nursery provision, from “ not been asked, so have not done anything, to a full lunch provision from existing resources.  

Salford provides lunches in all nursery schools.

Internal Comparisons:

It is possible to compare the performance of different sites as information on numbers of meals: paid and free and % uptake: paid and free is recorded throughout the year.  These two Performance Indicators are recognised as being the most relevant and they help to identify trends for individual schools/area supervisors.  However due to a lack of staff and software capability this information is not analysed in depth.

The main reasons for variations in performance for the internal sites were identified as:

· quality of cooks/catering team

· commitment form the Head-teacher

· split lunches (high schools)

· level of external competition in the vicinity of the school

10.2.3
Findings and Conclusions from the Comparison

· Of the 10 North West Metropolitan authorities, Salford has the highest number of pupils buying back school meals and has the lowest price for a school meal.

· The results of the Shopping Basket comparison exercise indicate that overall the price of Salford’s shopping basket is average. It is recognised that the sample size of both authorities and commodities is small and therefore the information may not truly be representative.  The quality of goods and the quality of the supply chain that delivers them was not measured.

· The site visits did not reveal any aspects of service delivery that the Operations Team felt were appropriate for Salford.

· The findings from the BV Challenge session highlighted:
- 
That the best way forward for catering services was to amalgamate the client and contractor roles.  This has already occurred in Salford in 1998.

- 
Issues arising out of consultation exercises with pupils appear consistent with those arising from Salford: queues, menu choice, prices, and the environment.
· Useful information regarding use/non-use is not used as a trigger for increasing take-up or service provision.

10.3  
Competition

10.3.1 The service has already been subjected to CCT where it proved its competitiveness and commercial ability by successfully winning the School Catering Contract.

10.3.2 Currently the School Catering Service is open to competition as the schools are free to choose whether or not to contract with the Schools Catering Service through the Service Level Agreement of which there is a 100% take-up. The take up rate reflects most other Northwest authorities.  Therefore, there are no private sector providers currently operating in this area.  However, there are external catering providers whom could provide the schools meals service.

10.3.3 Manchester City council is about to contract with a private contractor – Sodhexo– who already has 3 other local authority contracts. Additionally there are 7 other private sector contractors who have a total of 41 Local Authority contracts, of which 14 are part-time contracts.  Most of the contracts are with authorities in the south of the country.

10.3.4 Details of costs and performance information from the private sector contractors could not be obtained. 

10.3.5 Other competition could come from other neighbouring LEAs.

10.4  
Challenge
Challenge sessions were held, in November and December 2001 and were chaired by the Chief Executive and are summarised below using the following categories:
· Provision

· Customer 

· Performance

· Internal/External Environmental Challenge

10.4.1
Provision

Requirement
There is a statutory requirement to provide a meal at lunchtime; therefore there is a need for a school catering service to continue to be provided.  However, the local authority does not have to be the provider of the service, this could be a private contractor.

There is also now a legal requirement to provide part-time nursery children with a meal.  

Potential Growth

If the number of pupils taking up school meals increases this would place an extra demand on the service as currently 24 pupils per minute are served and there is not the capacity to further increase numbers served.  Also most accommodation (kitchen/dining area) would not physically be able to cope with any significant increase in demand (take-up from pupils).  There would also possibly be an impact on the mid-day supervisor ratio.  Another issue is that most schools do not have set periods for lunch, allowing 35-50 minutes for lunch.  This means that sometimes the children served last do not have enough time to eat their meal.  Therefore any successful promotion to increase the numbers of children taking up school lunches will have an impact.  Any new initiatives would need to look at complementing existing facilities.

Schools are not always co-operative in helping to solve the challenges i.e. issues of overcrowding, using classrooms as dining areas and the issues surrounding transporting food from the kitchen areas to the classroom dining areas.

Effect of any Reduction in Demand

The number of surplus school places within Salford is an issue and the strategy to deal with this will impact on the service if the number of schools are cut.  This, combined with a declining school age population and demographic shifts, will potentially reduce the demand in the future.

There is a naturally occurring turnover of staff, as is usual in this type of employment, and therefore it is anticipated that there would not be a need for redundancies or large-scale re-deployment.

Alternative Methods of Provision

The School Catering Service could be delivered in a number of different ways and possible options for the future delivery of this service are:

1. Keep the status quo, with no change to the service currently being offered

2. Change the service specification, moving to either all convenience or fresh food

3. Set up a central production unit

4. Provide a sandwich-only service

5. Citywide Catering to cease operating completely

6. Form strategic alliances with other authorities

7. Provide a brokerage service to schools

8. Amalgamate with Citywide Cleaning

9. Take over schools’ welfare assistants

10. Amalgamate with Social Services catering

11. Create a new commercial organisation

12. Cease offering SLAs for repairs and maintenance of equipment and premises

13. Operate the current in-house service, with changes to address issues identified.

Full option developments have been profiled.  However, any alternative delivery provision is dependent on investment in the development of the service.  

Packaging of Contracts

The possibility of packaging SLA contracts differently needs to be explored to ensure the best fit to schools needs.

10.4.2 Customer

Target users
School meals are available to all children registered on the school roll.  The consultation results show that overall the users of the service are satisfied.  However, the reasons for non take-up of school meals are not investigated. 

Information on individual school take-up is collected and available but resources prevent it from being used effectively. Without this analysis, it is difficult to say what changes are needed to improve take-up.

Satisfaction of Users
The last consultation, through the SLA group, indicated that the users (schools) of the service are satisfied.  Many of these issues raised through the consultation relate to areas outside of the direct control of the School Catering Service, such as, premises and the environment. Issues in the control of the School Catering Service will be considered and incorporated into the Service Improvement Plan.
Pupil involvement in service improvements is fundamental and will be encouraged.  Further consultation on specific improvement areas will be necessary.
Regular consultation with stakeholders to measure satisfaction needs to continue.  The present consultation approaches and methods need to be reviewed to ensure all stakeholders are consulted and the results of consultation exercises are fed back.
Service Improvements
Areas needing consideration are:
· Queuing system: need to investigate how to reduce queuing e.g. staggered lunch times, multi service points
· Menu Healthy eating options/Fast food/snack and supplementary items such as crisps/ sandwich alternative/pick and mix/ vending
· Redesign/refurbishment of dining areas
· Clear roles and responsibilities of school /Catering service
· Simple pricing
· Cash sales to enable packed lunch children to purchase items
· Introduction of Smart cards to increase take-up, minimise the stigma of free school meals, give greater choice and flexibility
· Information on menus – publish in advance
· Mainstream, as far as possible, dietary requirements (vegetarian, ethnic needs, medical needs) into provision
Improvements could be piloted at specific sites.

Integration with Other Services

Salford is committed to healthy eating and actively works in partnership with others to integrate healthy eating initiatives into the curriculum.

Salford partners are:
· The Salford and Trafford Health Promotion

· the Dental Health Department, 

· the Community Dietician, 

· the Schools Health Advisor – Public Health

Salford is also part of the Food for Young Life group and follows the national curriculum for food standards.  

This group has recently produced a “Whole School Approach to Healthy Eating “ guide for the primary sector.  The guide includes:

· Policy guidance

· Advice on Healthy Snacks and Drinks

· Breakfast, Fruit and Water Schemes

· School and packed lunches

· Birthdays and rewards

· Sources of help and advice

The guide has been issued to all schools and has been very well received.

Salford has been involved in the development of the NW Web site – encourage people to log on as part of ICT – through LACA.

Salford’s School meal service also run quizzes, present certificates, run promotions, gives presentations to parents, and put on theme days.

These are activities which may be lost if the service was to be externalised or provided by a private contractor.

Promotion of the Service to Users

Some Head-teachers of secondary schools do not see the need to keep pupils on site during the lunch hour.  This could be perceived as a lack of commitment to the School Catering Service.  Keeping pupils on site would encourage pupils to access the School Catering Services if the product was right.  There is not currently a mechanism in place to discover why pupils do not currently take up the service.   A survey with non-users needs to take place and a marketing and promotion campaign to engage with non-users is needed.

10.4.3
Performance

Performance Measures

There are several performance indicators in use with the main indicators being the number of meals and the percentage take-up. Information gathered indicates that Salford is above average in these respects.

Satisfaction surveys are also used to measure performance but are not directly linked to any one specific performance indicator.  The performance indicators need to be reviewed to ensure that they are relevant.

Processes

The School Catering Service asked the Council’s Internal Audit team to use their objective experience to conduct a review of the service’s key processes.  The key recommendations from the audit were:
· Shorten length of time staff wait for a Basic Food Hygiene course.

· Train staff in the new computerised financial, purchasing and monitoring software system (SAP) to ensure continuity of sickness monitoring.

· Address the possible breach of standing orders in relation to the equipment maintenance contract.

· With regard to Free School Meals, Internal Audit was not able to access up-to-date information from CIPFA, and therefore present day comparisons with other authorities could not be made.

Performance Strengths

Strengths in relation to performance can be summarised as:

· Good track record documented during CCT/ Trading accounts

· Good Financial Performance

· Good purchasing power

· Responsive to customer needs - continuous improvements

Performance Weaknesses

Weaknesses in performance can be summarised as:

· Poor stakeholder perception of the service

· Lack of investment in the service

· Information on % of non take-up not acted upon

· Inefficient “Authority” processes and bureaucracy

· Lack of clarity exists around who is responsible for kitchens, maintenance etc.

Improvements
The performance of the service could be improved by:
· Instilling systems to manage staff information – sickness absence

· Investment in the service

· Increasing uptake

· Introducing other service delivery options

· Branding

· Forming strategic alliances

· Redefining the roles and responsibilities of all of the parties: schools, The School Catering Service, the LEA, Property services regarding premises.

10.4.4
Internal/external challenge


External Trends
· Some authorities are investigating the possibility of implementing a brokerage service; others are looking at combing some services to create economies of scale.  Combining the Cleaning and Catering functions to achieve economies of scale need to be examined. 

· Many of the authorities in the South of the country have contracted the Schools Meals service out – however, the reasons behind these measures are not known.

· In some areas, private shopkeepers have started to target pupils by selling packed lunches items.

· Some schools allow ice cream and burger vans on to school premises at lunch times.  This seems to be at variance with the authorities stance on healthy eating and there are Health and Safety implications that need to be considered.

· The advance of technology means that new and innovative methods of service delivery are available, for example, SMART cards that allow children to pay using the card.  The benefits of this technology are:

· Social inclusion issues for free meals children

· It provides trend data other service, the schools and parent.  

· Negates the need for cash

This technology has been effectively implemented in some authorities 

· The strategy Salford adopts to deal with the issue of surplus places will have an effect on the service if schools are closed.

Link with Strategic Objectives
The School Catering Service links in to three of the council’s 6 pledges.
Pledge 1:
Better education for all

Pledge 3:
A clean and healthy City

Pledge 6:
Supporting young people – increasing the number of people who access our public services

Sustainability

· Staff are locally employed and are generally based near to their home addresses.  Levels of cover can be maintained as staff are paid a retainer, which gives the service flexibility.

· The kitchens need investment if they are to meet the basic Health and Safety levels required.

· The School Catering Service has little food waste and recycles other waste products utilising a bin mechanism.

· The continued development of IT systems continues to reduce the amount of paper.

10.5
Conclusions from the 4Cs Analysis
The School Catering Service in Salford is highly regarded by the schools and is a well-managed service operating successfully and flexibility within tightly defined budgets.  It is a responsive service that responds well to comments and strives to satisfy customers.

The service is structured in a similar way to both other NW authorities and the CIPHA family group.

Compared to other NW authorities, Salford enjoys the highest percentage of buy back at 100%, and the lowest price.  This would indicate that the service is providing value for money and that the end consumer – pupils are satisfied with the meals provided. 
However, the service needs to continue to develop and be innovative in service delivery.  This, of course, will rely upon an investment strategy for the service.

The actions necessary to drive through improvements are listed below and explained further in Appendix A.

10.6
Actions Arising from the 4Cs Analysis 


The main actions required to drive forward improvements are:
Ref No
Action

A26
Address the issues raised by internal audit

A27
Develop a strategic approach to consultation, on a site-specific basis, using innovative and appropriate methods for each stakeholder group and an appropriate mechanism for feedback to stakeholders on results.

A28
Investigate reasons why pupils do not take up the service.

A29
Develop appropriate software systems, and secure the resource needed, to enable performance indicator information data from each site to be analysed.

A30
Develop a mechanism to feedback on the performance of the School Catering Service to schools and staff

A31
Improve sickness absence monitoring.

A32
Devise quality systems for staff to ensure that quality standards for cooks and catering teams are in place and the amount of time a person has to wait before being able to access the basic training is reduced.

A33
Review and define the roles and responsibilities around kitchen premises so that all stakeholders are clear.

A34
Investigate SMART card technology.

A35
Review branding and image

A36
Restructure catering and cleaning service to achieve economies of scale.

A37
Establish protocols on staff cover and standards of performance in lie with corporate policies.

A38
Process map systems to streamline where possible and convert to e-based systems where possible.

A39
Review the performance indicators to ensure that they are meaningful.

A40
Secure investment in the service to enable refurbishment of dining areas.

A41
Investigate other service delivery options – cash sales, sales to packed lunch children etc., and options to improve queuing.

11
APPLICATION OF THE 4 CS TO THE Building Cleaning Service
A Service Profile for the Building Cleaning Service has been completed. The key facts from the service profile are in appendix B

11.1
Consultation


The stakeholders in this service are:

· School Staff

· Pupils

· Head teachers

· Governors

· Citywide staff

11.1.1
Ongoing Consultation

Schools

Consultation with schools takes place on a regular basis, with an Area Supervisor, in the presence of one of the stakeholders, usually the Head-teacher, carries out Building Cleaning Inspections.  The purpose of the inspections is to evaluate the actual cleaning against the specified service standards.  The key question “Do we meet your expectations” is asked, with an opportunity for the Head teacher to remark on areas of concern. Any concerns raised are dealt with immediately by the supervisor, and may include extra hours, disciplinary etc.

Staff 

The views of staff are regularly sought through the Tool Box Talk sessions with staff. 

General
Feedback on service provision is also received and acted upon via both the corporate and Citywide complaints procedures.

11.1.2
BV Consultation

For the purposes of the Best Value Review, consultation was undertaken with Citywide staff and Head-teachers as described below: 

Staff
A member of the Education & Leisure Directorate’s Quality and Best Value Team visited a total of 12 school sites and talked to 47 cleaning staff drawn of differing grades and employment status. 

Four questions were asked:

1.
Why do you think this service exists?
The most common answers were:

· To provide a cleaning service for the school (39)

· To provide a clean and hygienic environment for children and staff (6)

2. What do you think you are here to do?

The most common answers were:

· Clean the school (36)

· Clean the school to the best of my ability in the time allowed (5)

· Clean the school for the children and visitors (7)

3. Is this service meeting your expectations within this building?

Yes (32)
No (15)

Reasons for expectations not being met

· More (quality) equipment needed (9)

· More cleaning materials of a better quality needed (8)

4. What can be improved?

The main suggestions for improvement were:

· Better quality/more durable equipment (13)

· More time to clean or more staff (10)

· A pool of cleaners to cover sickness (9)

· Materials to be replaced more frequently (8)

Other suggestions such as children putting their chair on the desk at the end of the day require the co-operation of the schools.

Many of the issues raised have been addresses and changes made.  Feedback to staff on progress was through meetings and the staff newsletter: The Building Cleaning Bulletin.


Head teachers 

The Service Level Agreement (SLA) Group carried out formal consultation with the schools in January 2001.  The survey sought the views of schools on the services provided by the LEA.  

The results from the Service Level Agreement survey for the School Cleaning Service were:

· 90.8 rated the service as average or above, with

· 69.7% rating the service as either good or very good. 

· 7.7% did not respond to the survey

· 1.5% rated the service as poor (1 school - this school has since opted out of the Building Cleaning SLA and now uses a private contractor)

Service specific comments included:

· Building Cleaning is one of the easiest services to deal with

· The overview SLA sheet was very good and the breakdown of costs particular useful. 

· John (Operations Manager) is very flexible and customer orientated with very high standards, other service managers could learn from him.

· Very pleased with the services received.  John (Operations Manager) is very responsive to the customer.

· Catering and Cleaning are the only services that ask how they are performing.

· The school has a few problems with individual cleaners however the problems have been dealt with efficiently by John (operations manger).

· SLA was late this year.

· Lost hours due to budget cuts.

· The budget has not increased with inflation.

These last three points are not under the control of the Building Cleaning Service.

11.2
Comparison 

11.2.1
National Performance Indicators

There are no national performance indicators for this service.

11.2.2
Local Performance Indicators

Comparison with other Local Authority providers:

Salford is part of the Association of Building Cleaning Direct Service Organisations’ (ABCD) Benchmarking Forum who has an ongoing programme of benchmarking activity.  ABCD has 25 partners, each of whom is in a family group based on geographical size and number of employees. A benchmarking questionnaire was completed for the period 99/00 by a total of 15 Local Authorities and 1 Police authority.

The ABCD group intends to revisit this exercise to enable fair comparisons to be made and this work is still in progress.

A summary of Greater Manchester contributors to the benchmarking exercise is described below:

Item
Salford 
ABCD AVERAGE

Training budget as % of income
0.85%
2.15%

Hourly rate charged out for building cleaning variation orders
£7.11
£6.29

Sickness cost as a % including SSP
1.71%
4.58%

Departmental & administration charges as % of total income
2.87%
5.75%

Staff turnover as % of starters/leavers
6.4%
23.67%

% of turnover spent on materials/ equipment
3.42%
2.15%

It should be noted that a number of the comparator authorities do not pay the nationally agreed rates of pay and it has come to light, through the Benchmarking forum, that authorities have been calculating their charges based upon different criteria, thus negating the possibility of making fair comparisons. 

Site Visits 
Site visits were made to Wigan and Bolton to compare the approach to service delivery. 
The findings are summarised below:
Wigan

· The cleaning function is located within the Metropolitan Catering and Cleaning Service.

· 50% of secondary schools receive a cleaning service from a private sector provider. Reports suggest that these schools are unhappy with the quality of the service they receive from the private sector.

· 100% of primary schools buy back the service from the LEA.

· There is no surplus created. £3.5 million is produced and spent.

Bolton

· There is a mixture of LEA, in-house and private contractors who provide the cleaning service.  

· Cleaning staff are key holders and cleaning takes place before and after school activities.

· Any problems with cleaning, or new requirements raised, and recruitment issues are dealt with reactively - as they arise.

· Issues that have arisen out of in-house provision are cover for sickness and Health and Safety issues.

· For 1998/99 Bolton’s Direct Labour costs were very similar to Salford’s, and overhead costs were the same.

Both authorities:

· have experienced problems with turnover of staff;

· have experienced high staff sickness levels;

· use the same funding formula.

Purchasing Analysis 

A purchasing analysis compared the bought-in cost of 10 commodities across 4 authorities – Salford, Staffordshire, Oldham, and Bolton. 

Authority
Cost of 10 Commodities

Salford
£17.69

Staffordshire
£21.08

Oldham
£13.84

Bolton 
£30.80 (8 items only)

Average
£20.85

For comparative purposes Salford’s costs come out below average.

Internal Comparisons:

In Salford, the cleaning of school buildings is delivered through a mixture of service delivery models, which include:

· Citywide Building Cleaning Service

· Private Contractor

· School in-house delivery 


Case Study 1


Canon Williamson CE High School has used the services of a consultant to manage the procurement of a cleaning service.  Citywide chose not to submit a tender, as they did not consider the contract to be viable.


The Head teacher has expressed satisfaction with the consultant’s work, but not with the quality of the cleaning company taken on to replace Citywide Cleaning.  OFSTED also highlighted the need for improved cleaning at the school.



Case Study 2

Christ Church CE Primary School took the cleaning operation in-house, when budget pressures forced a review of the service. The Head teacher is positive about the new arrangements.

11.3
Competition
The service has already been previously subjected to CCT where it has proved its competitiveness and commercial ability by successfully winning the Citywide Building Cleaning Service contract.  The winning tender was over £100,00 less than its nearest competitor.

The Building Cleaning Service in schools is already open to competition as the schools are free to choose whether or not to contract with the Local Authority through the yearly Service Level Agreement, provide the service in-house, or use an external private sector contractor.

There is currently a mixture of LEA, in-house, and contractor provision as illustrated in the table below.

Provider
Number of schools

Building Cleaning Service
102

External Contractor
5

School provides in-house 
5

The main private sector competitors are:  Mitie OCS Initial, We Are Cleaning, Trident, Cleaning Systems Ltd.  There are also a lot of smaller companies who could bid for specific schools.  However, it is difficult to gain any information from these providers due to the information being regarded as “commercial-in-confidence.

11.4
Challenge 

Challenge sessions were held, in November and December 2001 and were chaired by the Chief   Executive and are summarised below using the following categories:
· Provision

· Customer

· Performance

· Internal/External challenge

11.4.1
Provision

Requirement

The service plays an essential part in ensuring a safe and hygienic environment for users, but it is not a statutory requirement that the LEA provide this service.



Potential Growth
There is the scope to grow the business to win more schools and obtain a buy back of 100%.  As the schools cleaning service is a part of a wider service, any increase in SLA take-up would be accommodated from the rest of the service.

Effect of any Reduction in Demand
If the LEA were no longer the major provider of school cleaning, there would be an effect on staff, who are mainly Salford residents, as their employment may cease or conditions of employment change.  Hopefully this could be avoided as the School Building Cleaning service is part of a larger authority wide cleaning service, however, there would be TUPE and two-tier workforce issues to consider if a private sector contractor took over provision.
One school has a private contractor from outside the Salford area as a provider.  This external provider finds it difficult to recruit from the Salford area and therefore brings cleaners in by bus from outside of the area.  This has an effect on the environment – pollution, and takes the wages and spending power out of Salford.
There is also the possibility that a large-scale reduction of requirement would jeopardise the entire viability of the school cleaning service and the wider cleaning business.



Alternative methods of provision
The service developed a series of options for future delivery in workshops that were attended by the service’s management team, together with external challengers in the shape of the Principal Group Accountant from the Education & Leisure Directorate and an Assistant Director from the Personnel Directorate.
The following options were considered:
1. Continue to offer the service in its present format with some service improvements

2. Becoming part of a dedicated commercial arm of the Authority

3. Taking over the employment of school caretakers

4. Developing a range of consultancy services

5. Schools taking the service in-house

6. Cessation of any involvement in school cleaning
A detailed analysis of each option has been completed.

Packaging of Contracts

The in-house provider continues to mould its service to suit the schools, who can of course, choose to spend their delegated budgets with alternative suppliers.  Therefore the preferred option is that the Building Cleaning Service continues to offer tailored Service Level Agreements: an approach that has proved its value over a number of years.

To do this effectively and efficiently the service requires a sustained programme of investment, in order that its portfolio can continue to be developed and compete with other providers. The central costs borne by the service and, consequently, passed on to its customers through the SLA need to be examined to determine the scope for reducing them – this is a necessary step if the service is to be competitive in terms of price.

The service already provides advice to schools that are looking to opt out of the current SLA arrangements.

11.4.2
Customer




Target Users

The School Building Cleaning Service is aimed specifically at all schools within Salford.

Satisfaction of Users

Uptake on the SLA indicates that the service is required by customers.  This is confirmed by the findings of the service level agreement group survey with Head teachers praising the service and the service manager highly.  The very few negative comments were not within the remit of responsibility of the service.

Integration with Other Services

The service has already looked integrating the catering and mid-day supervisor provision and achieved economies of scale.

Promotion of the Service to Users 

The service is promoted through the SLA event that is held annually.  This event has proved useful in ensuring that schools were fully aware of the differing SLAs and “extras” offered.

11.4.3
Performance



Performance Measures:

The performance of the service is measured through:

· A set of Performance Indicators

· Satisfaction surveys

· Evaluation of Inspection reports and comparison against comprehensive written service standards

· The complaints procedures 

· Letters received 

· Informal feedback from staff and schools 




Processes

There are no accepted methods of best practice within the industry, as methods and approaches to industrial cleaning depend on different factors.  Best Practice as defined in Salford is:

“Providing services our customers want, at a price and level of service that the customer wants, which is regularly checked against set standards agreed with the customer”.

Salford has achieved this by having well documented methods and procedures manuals complemented by a comprehensive training programme leading to accredited programmes, and a rigorous Heath and Safety manual

Performance Strengths

· Good levels of satisfaction from customers

· Good financial management

· Documented Business Plan and Performance Management systems

· Quality Assurance systems

· Good level of training – IIP accredited.

· Comprehensive procedures and methods manuals

· Health and Safety

· Packaging of services through Citywide making a one-stop shop approach for the services with Citywide

Performance Weaknesses

· Lack of support for the service

· Lack of investment in the service

· Levels of sickness absence need to be addressed



Service Improvements

·  Improve sickness monitoring

11.4.4
Internal/external Challenge



External Trends

The cleaning industry as a whole is changing.  Night cleaning between the hours of 10.00pm and 6.00am is becoming common and day cleaning is becoming replaced by more dedicated cleaning practices. If the Building Cleaning Service were to follow this trend there would be changes to the way that services are delivered to schools and there would be an effect on the workforce, as hours of work would change.
With the increasing proportion of devolved budgets, schools are being actively encouraged to explore other markets. 

Some authorities are actively pursing the option of a brokerage service. Another authority has organised all of its services to schools under a facilities management service.

The issue of surplus places will have an impact on the service if there are school closures.

Link with Strategic Objectives

The Building Cleaning Service contributes to the environment and well-being of all students and strives to employ local people in local jobs. 

The service links to two of the council’s 6 pledges.

Pledge 1:
Better education for all

Pledge 3:
A clean and healthy city

11.5
Conclusions from 4Cs Analysis
The service has a history of continually striving to improve services and has in place sophisticated procedures, methods and standards, which contribute to the effective management and delivery of the service.

Users of the service believe that the Building Cleaning Service to Schools is of a good standard and the management of the service is excellent.  However, there are areas that can be improved on and capacity to further develop a flexible service to enable it to provide individual SLAs.  . The actions necessary to drive through improvements are listed below and explained further in Appendix A.

11.6
Actions Arising From the 4Cs Analysis
Ref No
Action

A42
Devise and implement a structured and planned consultation strategy

A43
Package customised, well documented, clear and transparent SLA contracts for individual schools to accommodate specific needs.

A44
Implement a marketing strategy in consultation with the other services to schools.

A45
Deal with all the issues raised through the staff consultation.

A46
Continue to work with the ABCD group to develop comparable Performance Indicators

A47
Develop local Performance indicators to help to manage the service

A48
Address the level of staff sickness and improve recruitment and retention of staff.

A49
Restructure the catering and cleaning service to achieve economies of scale.

12
APPLICATION OF THE 4CS TO THE RELIEF CARETAKING SERVICE

Initially, this service was part of the Building Cleaning Service’s portfolio, and at the start of the review was automatically included in the Building Cleaning Review.  However, during the lifetime of the review, the responsibility for Relief Caretaking moved from the Building Cleaning Service to Support Services.  It then considered appropriate to have a separate section for the service within the report.

A Service Profile for the Relief Caretaking Service cleaning has been completed. The key facts from the service profile are in Appendix B.
12.1
Consultation


The stakeholders of the service are:

· School Staff

· Pupils

· Head teachers

· Governors

· Citywide staff

12.1.1
Inspection Reports

On going consultation, by the way of spot checks, which form the basis of Inspection Reports, takes place at least once a year, more often if problems are uncovered. The spot checks/Inspection Reports ensure that the Service Manager speaks with a representative of the school, usually the Head teacher, on the quality of service provided and any improvements in the service required. An Inspection Report form is completed after each meeting.  The Service Manager gives all staff verbal feedback, on a one-to-one on the Inspection Reports by the service manager.

Completed inspections show that 100% of schools are satisfied with the service provided by the relief caretaking team.

Date
Excellent
Very Good
Good
Satisfactory
Poor

Oct/Nov 2000

33 Inspections
45.5%
42.5%
6%
6%
0%

January 2001

3 first Inspections
33.3%
33.3%
33.3%
0%
0%

May 2001

6 Inspections
66.6%
33.3%
0%
0%
0%

Comments made by schools in the May 2001 Inspections included:

· The relief Caretaking Service has brought into school an excellent atmosphere – excellent work rate – and floors that gleam!

· Caretaker A is exceptionally good

· Very good response

· Caretaker B did a tremendous job…worked well with our caretaker…quickly became a great addition to the whole school team, fulfilling all the requirements of the job and more than doing it with a willingness and sense of humour… He did a great service.

· Caretaker C was so helpful and co-operative.  He completed every task asked of him.  We would be delighted to have him here again.

· Caretaker D worked to a very high standard – always punctual, cheerful and reliable.  He completed al the tasks of our normal caretaker and often worked on his own initiative in the interests of the children and the school.

12.1.2
Comprehensive Caretaking Survey

A comprehensive caretaking survey was undertaken during the period Nov 99 – Feb 00.  The survey included a section on the relief caretaking service. A total of 39 surveys were returned.

The results were as follows:

· 92% rated the relief caretakers to be approachable and reliable.

· 79% rated the service as satisfactory or above.

· 67% found the service to be value for money.

· 31% felt the service could be provided differently.

Comments about how the service could be provided differently were centred on whether schools are getting value for money.  For example, one respondent asked, “What happens if you do not use all of the allocated time? Several schools suggested having an insurance scheme.  This shows a lack of understanding on the part of the schools, as the Relief Caretaking Service is an insurance scheme and is clearly stated as such in the SLA.

12.1.3
Service Level Agreements Survey

When the survey was undertaken, the Relief Caretaking Service was part of the Building Cleaning Service therefore separate information is not available.

12.2 
Comparison 
12.2.1
National Performance Indicators

There are no national performance indicators for this service.

12.2.2
Local Performance Indicators

Comparison with Other Local Authority Providers

A survey on approaches to the provision of the Relief Caretaking Service was undertaken with 9 other LEAs in March 2001.
Findings from the survey were.

· All authorities, with the exception of Bolton, provide a general caretaking service to schools through an SLA. In Salford the schools directly employ Caretakers as part of the delegated budgets under LMS.

.

· Most LEAs provide a relief caretaking service as part of the main Caretaking SLA and therefore do not have a separate SLA for Relief Caretaking Services.

· Two LEAs do not offer a Relief Caretaking at all and one uses a booking system to provide relief caretakers on an hourly, pay as you go service rather than an SLA.

· Stockport use a pool of 13 relief caretakers

· Bolton use spare capacity from the cleaning service to provide Relief Caretakers on an “as and when” basis

· Chester only provides assistance to schools to find cover.

· Cheshire County Council has expressed interest in Salford’s system of offering a dedicated Relief Caretaking service.

Site Visits 

Site visits were made to Wigan and Bolton to compare the approach to service delivery. 

The findings are summarised below:

Wigan

Caretakers are under the control of Building Cleaning and undertake cleaning and caretaking duties

To combat recruitment problems, Wigan, use the new deal programme, to train caretakers to NVQ level 2. The trainees work alongside experienced caretakers and provide relief cover.

Salford also train the Relief Caretakers to NVQ level 2

Bolton

Bolton operates the caretaking service in a similar way to Salford, in that the majority of schools employ their own caretaker and call on the authority for a relief caretaker.  In Bolton relief caretakers are drawn from a pool of cleaners, on an as and when basis, with the schools being billed separately for the hours used.

Internal Comparison

Comparisons with other directorates within the authority were not undertaken.



12.3
Competition
The Relief Caretaking Service in schools is already open to competition as the schools are free to choose whether or not to contract with the Local Authority through the yearly Service Level Agreement, provide the service in-house, or use an external private sector contractor.

12.4
Challenge 


Challenge sessions were held, in November and December 2001 and were chaired by the Chief   Executive and are summarised below using the following categories:
· Provision

· Customer 

· Performance

· Internal/External Environmental Challenge

12.4.1
Provision




Requirement

The service plays an essential part in ensuring a safe and hygienic environment for users, but it is not a statutory requirement that the LEA provide this service.

There is however a Health and Safety requirement to ensure that premises are safe and secure.
Potential Growth

At present the service is self-funding, generally it requires 6 schools to buy into the Relief Caretaking service SLA before another Relief Caretaker can be recruited.  However, this figure can fluctuate depending on geographical location of the school.  Therefore, because the service is self -funding, there is scope to grow the business by encouraging more schools to buy into the service.  It is not foreseen that recruitment of caretakers would be a problem.


Effect of any Reduction in Demand
As the service is self-funding, there would be a question mark over whether the service could continue if people did not renew the SLAs as there needs to be a minimum number of services signed up if the service is to survive at all.

If as a result of the surplus places issue, some schools who had Relief Caretaking SLAs were to shut, it would have an effect on the service and may affect viability of service to the remaining schools.

Any reduction on demand, or if the LEA no longer provided the service, would affect staff, who are mainly residents of Salford, as there would be the possibility of redundancies.  It would also force schools to either take the provision in house or to purchase externally.

Alternative Methods of Provision

The service is already providing advice to schools that are looking to opt out of the current SLA arrangements. 



The main alternative methods of provision are:

1. Continue with the current service with identified service improvements implemented

2.
Combine the service with housing, library, and social services caretaking services.



3. Stop offering the service

4. Convert to an hourly rate “pay as you go service” rather than insurance.  
12.4.2
Customer




Target Users

The relief caretaking service is open to all schools within Salford.  Currently there is a 50 % buy back for the Relief Caretaking Service from across all school types. 

Satisfaction of Users

The schools buying into the schools are very satisfied with the standard of service they receive.  However, there has not been any research done to establish why schools choose not to buy into the service.  

It must also be noted that some schools choose to spend the delegated budget for relief caretaking services on things other than relief caretaking.

Some schools are confused about the type of scheme that is in operation for the provision of relief caretaking services therefore leading to a lesser degree of satisfaction due to unrealistic expectations.



Service Improvements

There is a need to clarify the SLA position to schools so that unrealistic expectations do not develop.

Integration with other services


The service liaises with the Building Cleaning service to discuss issues and resolve problems.

Further work needs to be undertaken to establish if there are any ways to link with other caretaking services in the authority.

Promotion of the Service to Users
The service is promoted through:

· the Head-teachers network

· the SLA road-show

· Inspection Reports.

· Informal Service Manager Liaison

12.4.3
Performance



Performance Measures


Performance of the service is measured by:
· Customer satisfaction

· Actual expenditure not exceeding generated expenditure

Processes
· All processes are simple

· Requests for service provision are mainly dealt with by telephone or directly with the relief caretaker.  Hours are recorded and a system is in place to alert schools when they are approaching the SLA hours limit.

· There is a planning process in place to manage the workload to take account of planned absences etc.

· Relief Caretakers often replace Caretakers and site officers who are employed at a higher grade then they are.  This causes issues around exactly what duties they are expected to perform, as they do not receive extra payment for carrying out the higher-grade duties.

· Relief Caretakers are now being trained to NVQ level 2.
Performance Strengths

· Self-funding service that delivers  
· Schools who have signed up to the SLA are satisfied with the service provided.

· Ongoing informal feedback sessions are regularly held with staff.

· Inspection Reports result in immediate responses to issues.

· Simple processes and systems are in place

· Flexibility of the service to provide an opening and shutting service only, rather than a full service to preserve hours for planned absences.



Performance Weaknesses

· The accuracy of the costings for the service is not certain.  It cannot currently be checked due to the lack of financial available to the directorate at this moment in time

· As the service is self-financed, there is no capacity to provide cover for any long-term absences to provide cover outside of the SLA. 
· Schools who have not bought in to the SLA ring the Relief Caretaking service and demand relief caretakers. 

Improvements

· Clearly define the parameters of the SLA and adhere to them.

· Revise costings to ensure that they are transparent and accurate.

· Consider partnership agreements with other caretaking services within the authority to ensure that adequate cover is available to schools.

· Ensure that SLAs meet schools needs.

12.4.5
Internal/external challenge


External Trends

The increasing proportion of devolved budgets schools are being actively encouraged to explore other markets. The current trend is to investigate the option of a brokerage service.  Some other authorities are actively pursuing this avenue.  Another authority has organised all of its services to schools under a facilities management service.

The issue of surplus places will have an impact on the service if there are school closures – lessening demand and creating potential relief pool caretakers from the surplus caretakers currently employed directly by the school.

Internal Challenge
Schools encourage relief caretaking staff to apply for vacancies within the schools as Caretakers or Site Managers.  Relief Caretakers apply for these positions as they are usually of a higher grade than the Relief Caretaking positions.
Link with Strategic Objectives
The Relief Caretaking Service contributes to the environment and well-being of all students and strives to employ local people in local jobs. 
 
The service links in to two of the council’s 6 pledges.
Pledge 1:
Better education for all

Pledge 3:
A clean and healthy city

12.5
Conclusions from the 4Cs Analysis

The quality of work and the service is well received and rated highly by schools although there are some issues requiring clarification of the SLA.

Service and School budget constraints do restrict the level of service that is provided and the limitations of the service can lead to some operational problems for both the school and the service.

The actions necessary to drive through improvements are listed below and explained further in Appendix A.

12.6
Actions Arising From the 4Cs Analysis
Ref No
Action

A50
The break-even figure and costings need to be reviewed to establish whether the SLAs reflect true transparent costs.

A51
Need to formally consult with relief caretakers.

A52
Need to develop meaningful performance measures.

A53
Need to ensure that the SLAs are clear and are flexible enough to meet the needs of the schools

A54
The protocol of relief caretakers replacing staff of a higher grade needs to be addressed through Personnel

A55
Investigate the reasons for non-take up of the SLA

A56
Investigate partnership working with other caretaking teams within the authority

A57
Develop and issue a protocol for dealing with schools who do not buy into the service and then want to buy hours when the are faced with an absence

13 
APPLICATION OF THE 4CS TO PRoperty Services 

A Service Profile for the Property Service has been completed. The key facts from the service profile are in Appendix B.

13.1
Consultation
The stakeholders for the service are identified as: -

· Schools (including Governors/dioceses) 

· Development Services Staff 

· LEA

Ongoing communication and consultation regularly takes place with the aim of securing continuous improvement. Outcomes from consultations have added extra aspects such as fencing, windows, and painting to the SLAs.

13.1.1 Briefs

A system of agreed briefs comprising of pre-start and end meetings are in place to be signed by Head teachers prior to the commencement of a contract and on completion. The briefs provide the opportunity for Head teachers to comment on their satisfaction with the services provided. 

13.1.2 Informal Feedback
There is a substantial amount positive feedback from schools through letters received by the Service Manager.

13.1.3 Complaints Procedure

The corporate complaints procedure is adhered to and complaints are passed on through the Education Directorate.

13.1.4 Property Matters Consultation Group

Representatives from Head teachers, Governors, Diocese, Teacher Associations, Trades Unions and LEA Officers, meet termly, or more frequently if required, to discuss any matters relating to Property Services.
13.1.5 Property Services Management Meeting

The Property Services Manager meets weekly with the Assistant Director of the LEA to keep updated and to brief Lead Members.

13.1.6 Service Level Agreement Group
The Service Level Agreement (SLA) Group carried out formal consultation with the schools in January 2001.  The survey sought the views of schools on the services provided by the LEA.  

The results from the Service Level Agreement survey for the School Building Service were:

· 78.4% rated the service as average or above, with

· 43% rating the service as either good or very good. 

· 9.2% did not respond to the survey

· 9.2 % rated the service as poor

· 3.1% rated the service as very poor

There is a difference in the perceptions of the service from the secondary and the primary sectors with the primary sector being more satisfied.

There is some concern that those who rated the service as poor may have done so due to the historical perception by some schools that all building related work is carried out by Property Services; which is not the case as work can also be carried out by: -

· Architectural Services

· Private Architects

· Private Surveyors

· Schools own contractors

However, whenever an issue is raised, Property Services, who act on behalf of the LEA on Land and Property issues, endeavour to deal with it despite it not being within their remit, to help schools to resolve the issue to the schools satisfaction.  This does have the negative effect of perpetuating the confusion over the exact role of Property Services.

13.1.7
Property Services Team Staff

As part of the Best Value Review consultation with Property Services Staff from the surveying teams, asset management team and management took place. A total of 13 staff were interviewed on a one-to-one basis.




Findings of the consultation were:

· 12 of the 13 staff felt that the service achieved its purpose effectively although there were a number of constraints such as low investment and limited resources.

· Strengths of the service were identified as:

· Knowledgeable, experienced, professional employees.

· Flexible, adaptable and value for money service.

· Becoming more customer focused.

Possible improvements to the service were identified as:

· The number of PCs to be increased 

· IT Training in software is needed

· Need common software packages

· Extension of E-Mail to all staff

· Specialist equipment to assist in the job

· Regular team meetings need to be re-introduced

13.2
Comparison

13.2.1
National Performance Indicators

There are no national performance indicators, which can be used for comparison purposes with other authorities. 

13.2.2 Local Performance Indicators

Property Services have developed local Performance Indicators. The Local Performance Indicators show that:

· all works start on site on time.

· there is little variation between tender and final account.

· deadlines for dealing with urgent and non-urgent repairs are met.

· the formulation of condition assessment data for asset management plans for schools provides a basis for future investment and development.

· there is a track record of successfully securing external funds via New Deal for Schools.

Comparison with Other Authorities

Contact was made with a number of authorities information (Sandwell, Wigan, Waverley, Norfolk, Ipswich and Devon). However, these authorities could not provide comparative information.  

A number of authorities were in the process of establishing Benchmarking Clubs to develop and share comparative information amongst authorities but none had progressed sufficiently enough to provide the information when requested.

The only comparative information available is that Manchester, Trafford and Salford all share the same rates.

Therefore, the local indicators devised by Salford could not be compared with other authorities.

However, one of the positive points which has arisen as a result of the contact with other authorities with regard to Property Services is that Salford has now joined together with a number of neighbouring authorities to form a North West Property Maintenance Benchmarking Club, facilitated by Wigan MBC to share experiences, training and documentation look at the possibilities for joint /cross-boundary working and to develop comparative performance indicators and common schedules of rates and specifications.  This work is still in progress.

Private Sector Comparative Data
EC Harris is the second largest private sector surveying contractor in the country and has an established customer base in the North West, with contracts with local authorities including Salford. 

Therefore it has been possible to obtain comparative data in respect of fees and rates of pay for surveyors. 

Fees

On the surface, compared to EC Harris, Property Services fees on works valued between £10,000 and £100,000 are approximately 2% higher. However, EC Harris’ fees exclude:

-
Certain levels of briefing

-
Certain levels of feasibility studies

-
Certain levels of initial surveys

-
Certain levels of monitoring

-
Provision of Planning Supervisor (CDM)

-
Mechanical and Electrical Engineers

All the above are stated by EC Harris as ‘potentially’ affecting the rates, but are already included within the rates of Property Services.  If Property Services were to exclude the above works from their fees, then the EC Harris fee scales could be matched or improved upon. 

It is preferable, from the customer’s point of view, to include as many costs within the initial fee as possible to prevent the need to return to the school with claims for additional hidden costs.  

Rates of Pay – Surveyors


Salford

Property Services
EC Harris

Senior Surveyor
£24.95
£50.00

Surveyor
£21.79
£40.00

This represents a 49.9% and 54.5% saving respectively on the rates of E.C. Harris. This trend continues to Partner level at E.C.Harris resulting on rates, which, on average, are twice as much as Property Services.


13.3  
Competition

Property Services for service contracts e.g. Boilers, Heating Systems etc, are offered to schools on an SLA basis providing the opportunity for schools to seek the services from other providers. Currently there is a 100% buy back for the service from schools.  

Locally developed Performance Indicators enable managers to monitor the efficiency and effectiveness of services in terms of both cost and quality.

The Property Services Team has achieved the Quality Assurance award BS ISO 9002.  The ability to demonstrate quality assurance procedures is required by the DfES as part of the Asset Management Plan.

External Competition 

There is an external market comprising of private companies and other authorities that also provide the same services as Salford’s Property Service s Team.  EC Harris is the main competitor and they are the second largest surveying contractor in the country.  They have an established presence in the North West and work with several local authorities including Bolton and Liverpool and work extensively with the voluntary controlled sector.  However, Salford is currently looking at how the contracts are packaged with a view to opening up contracts to varying sized surveying companies and develop the market and further expand partnership working. 

The core services of building surveying and mechanical services provided by the Property Services Team are strong, with the service having a wealth of specialist knowledge about Salford schools and education buildings.

It has been recognised that weaker areas of the service: Asset Management Plan (AMP) Condition Surveys and Electrical Testing where there are peaks in demand, need to de provided differently if customers are requirements are to be met and compliance with requirements achieved.  Therefore, the following have been established:

· AMP Condition Surveys

Two thirds of the re-survey process has been approved by the DfES methodology and systems of data collection with thee remaining third currently being verified which should result in more money for schools.  The re-survey has been completed in far greater detail than the original survey.  The resurvey has split each school by block, extension, down to room detail.  This will provide both the LEA and the schools with far more information.  

Asset Management Guidance currently being commissioned by DfES will cite Salford as a model of good practice.

· Electrical Testing

Partnership working with Manchester City Council to deal with peaks in demand has been established.

· Mechanical Surveying

This is done through reciprocal partnership working with EC Harris – provide a reciprocal mechanical service as the do not employ mechanical surveyors.  
Value for Money

Salford’s Property Services Team believes that offering customers services in which they have strengths and utilising their tendering and procurement expertise to contract with external providers in areas were the service is weaker, offers the customer an overall improved service that offers value for money. 

The existing contracts continue to provide value for money when compared to the rates of EC Harris.  

Discounts on service contracts, which Property Services negotiated, have been passed on to schools through the SLA. 

13.4

Challenge
Challenge sessions were held, in November and December 2001 and were chaired by the Chief   Executive and are summarised below using the following categories:
· Provision

· Customer

· Performance

· Internal/External challenge



13.4.1
Provision




Requirement

The LEA has a statutory duty of care to pupils and employees and a statutory obligation to produce an asset management plan. Within the Education Act 1998 and the provisions of the Education (School Premises) Act 1999, there is a requirement to ensure that schools remain open. 

The Property Services section, on behalf of the LEA, aims to provide property services to enable schools to remain open and deliver the curriculum and provide the LEA with a single point of contact for all land and property issues.

The Property Services Team advises on, negotiates and tenders contracts on behalf of the LEA to ensure compliance with legislation, improve building stock and provide best value by reducing costs through large tenders to ensure quality services.




Potential Growth

The work of the Property Services Team has continued to increase.  
The level of performance has increased with the introduction and continuation of funding sources such as New Deal for Schools (NDS), Devolved Formula capital (DFC), Seed Challenge etc. The LEA has aggressively pursued PFI with DfES credits of £15.1 m to date and further bids to follow.

The capital workload (from NDS and DFC-excluding LEA special projects or targeted capital) has increased 5 to 6 fold over 5 years from £500,000 in 1995/96 to £3m in 2001/02.

Peaks in demand have been dealt with by the introduction of partnership working with:

· E.C.Harris for Asset Management Plan re-surveying and contract administration work. A reciprocal mechanical surveying service is to be provided by Salford’s Property Service Team to E.C.Harris.

· Manchester City Council for them to undertake electrical testing work.

There are a number of other benefits from the partnership arrangements: -

· Sharing, rates, documentation and facilities 

· Joint training 
· Staff from the private and public sectors gaining work experience in each others sector
Effect of any Reduction in Demand

If schools were to decline to take up the SLAs, staff from Property Services would be redeployed elsewhere within the wider service where there are staff shortages.

However, there would be an effect on the schools who chose to remain with Property Services, as the service would experience a loss of economies of scale.

Alternative methods of provision

· Administratively it is considered easier to have a separate Property Services Team specifically for schools rather than to operate within the wider general authority structure due to funding issues etc.

· Responsive work has already been devolved through the Property Matters Group to Site Officers and Caretakers.

Packaging Contracts

Contracts have been repackaged and new information guides have been issued to schools to assist them in understanding the service. Additionally, the Service Manager has given presentations to groups of Head teachers on the service provision.

13.4.2
Customer


Target Users

The users of the service are the primary, secondary and special schools.

 Satisfaction of Users

Consultation feedback and regular feedback from customers, together with rising satisfaction rates, indicates that a good service is being provided, as does the level of SLA buy-back. 

There is also positive feedback from within the Education and Leisure Directorate through the Education Forum, Property Matters Consultation Group and the Services to Schools Group.


Service Improvements

· A strategy needs to be devised to ensure that customer satisfaction rates continue to rise

· Clarification of the SLA needs to continue to ensure that the satisfaction rates continue to rise.
Integration with other Services

Property Services are responsible for submitting bids on behalf of schools and the LEA in a range of areas such as: New Deal for Schools, Targeted Capital, Barrier Free, School Security, Seed Challenge, Safer Salford, and inputting to PFI bids through the LEA in-house team.

Promotion of the Service to Customers

The Schools have all been issued with newly revised guidance regarding the service.  The service manager also attends a variety of different groups making presentations and speaking to schools

13.4.3
Performance

Performance Measures

The service uses 13 performance indicators to measure the performance of the service.  On examination 4 of the “input” indicators do not help to manage or improve the service.

The performance indicators need to be reviewed to ensure the continued usefulness and appropriateness of each indicator with new, more appropriate indicators being set where appropriate.
Processes
The Property Matters Consultation Group provides a scrutinising role and agrees both the process and criteria of all property matters. The Group ensures that priorities generated from the Asset Management Plan are open, transparent and with criteria for prioritisation of capital by representatives drawn from the LEA officers, head teachers, Trade Unions, Dioceses, Teacher Associations and Governors. Representatives from this group have undertaken to disseminate information to their respective colleagues. Minutes from the Property Matters Consultation Group meetings are distributed to the Network Head teacher Chairs and again cascaded down to colleagues.

Also, as part of the Asset Management Plan process all schools have a list of costed priorities, which will be updated and re-issued in greater detail once the re-surveys are completed by 2002.

The surveys have been completed and discussions are now on going, with the schools being re-valued by the valuation office.  Approval from the DfES will then be needed.

As part of the LEAs Service Level Agreement with the Council’s Health and Safety officers, priority has been given to every school to receive a visit from the Health and Safety Team and to assistance with the completion of Risk assessments at each school. The Risk assessments will allow schools to address health and safety issues within appropriate timescales.



Service costs
There are on-going proposals to reduce service costs through the utilisation of larger tenders for contracts covering all schools where possible (e.g. fencing, windows, painting). This should provide schools with a faster service and economies of scale.

Strengths

· Comprehensive local performance indicators for this service that are used to manage and improve the service.

· Successful Partnership Working

· Submitting successful funding bids

· Customer focus and communication

· Value for money

Weaknesses

· Perception of users of responsibilities and functions of the service

· No outcome Performance Indicators




Service Improvements


There were a number of issues raised in the OFSTED inspection of the LEA undertaken in 1999/00 relating to the services provided by Property Services. Action taken in respect of these issues is detailed below: - 
· Increase the level of investment in school building maintenance, including the use of Public/Private Partnerships

· Make priorities for investment transparent and agree them with schools

· Review procedures to ensure that health and safety items are dealt with within an appropriate timescale

13.4.4
Internal/External Challenge




External Challenge




The main issues are facing the service are:

1. Asset Management Plan

The asset Management Plan ‘snapshot’ surveys undertaken in September 2000 identified a maintenance backlog of £107m.This has subsequently been reduced by £39.77m by removing surplus secondary school provision and de-commissioning buildings.  A Primary sector review commenced in September 2001 which is expected to remove a further 3,500 places which will reduce the maintenance backlog substantially.  The backlog has been further reduced by Property Services and now stands in the region of £50 million (awaiting DfES verification).

2. Surplus places

Any review of surplus places which results in closure of an LEA school, will have the effect of reducing the requirement on the service. 

3. Rethinking Construction-A best value approach to Procurement

The Rethinking Construction – A Best Value Approach to Procurement is a major influence on the future direction of the service.  Consideration has been given by the Council to the latest central Government thinking on procuring construction as set out in the Local Government Task Force’s ‘Rethinking Construction’ implementation toolkit.  The central platform of the ‘Rethinking Construction’ report is partnering between the client, designers, contractors and suppliers and the toolkit emphasises the need to: 

· address the needs and expectations of the end-user more closely

· move away from traditional ways of doing business which are restrictive and confrontational

· aim to achieve targets for (a) reductions in costs, time, accidents and defects and (b) increases in predictability of cost and time, productivity and profitability

Salford has embraced the ‘Rethinking Construction’ approach and much research has already been undertaken in this area. It is recognised that it forms a key element of the Council’s Procurement strategy.

The following actions are to be/have been taken: -

· Appointment of a senior manager as lead officer or ‘Partnering champion’

· Establishment of a corporate in-house Rethinking Construction Working Group to identify options to progress the partnering approach to construction procurement, appraise those options and recommend ways forward for the Council for incorporation within the Council’s Procurement Strategy.

· Appointment of an external ‘partnering adviser’ to assist with the strategic development of the implementation of the ‘rethinking construction’ approach.

· Future construction schemes to be assessed in terms of life cycle costs, within the financial constraints imposed by the available capital funding. In this respect, future capital funding bids will reflect the need to invest in materials, features and measures that will reduce life-cycle costs.

· Partnering work currently being progressed continues, reporting to the Rethinking Construction working Group

· To manage the risk to the Council, in-house professionals will be involved in initial partnering initiatives 

· All services that procure construction work should adopt Central Government’s recommended performance indicators for construction and monitor their performance against them, commencing in the current year.

· That the Council’s performance as client, consultant and contractor be benchmarked against the best providers of construction services

· That all staff and trades unions be involved in the process

· That appropriate elected member and staff training be arranged to address the need for a major culture change to include a visit to an authority which is already successfully implementing the ‘Rethinking Construction’ approach.

Link with Strategic Objectives

The service contributes to the Council’s pledges as follows:

· Pledge 1: Better Education for all
· Pledge 3: A Safer Salford 

13.5 
Conclusions from the 4Cs Analysis

Overall the service is well managed and well received by the majority of schools.  The historical perception, which causes confusion, over what exactly Property Services does, needs to be resolved and the reasons why some schools are dissatisfied with the service fully explored. The continued customer focussed approach of the Property Services Team will aid this process. 

To aid understanding of the service, there has been a lot of work to repackage contracts and further clarify issues by providing a comprehensive guide to the service for schools.  

The service is successful at working with others and contracting out to other providers when Best Value can be better provided by someone else and considerable work has been done to actively pursue alternative service delivery models.  

Action needs to be taken to address the issues highlighted by Ofsted and the emerging issues from the rethinking construction procurement document.

The actions necessary to drive through improvements are listed below and explained further in Appendix A.

13.6
Actions Arising from the 4Cs Analysis
Ref No
Action

A58
Take action to deal with the issues arising the Asset Management plan and the re-thinking construction report.

A59
Review and evaluate the effectiveness of guidance to schools and revise as appropriate to aid clarity and understanding

A60
Review how contracts are packaged to ensure that they are meet user needs.

A61
Further develop consultation to ensure that the service meets the needs of schools and that service improvements are made

A62
Develop new meaningful outcome focussed Performance Indicators

A63
Address the IT service improvements identified by staff

A64
Re-establish regular team meetings

A65
Ensure that all staff have the necessary equipment to carry out tasks

14 APPLICATION OF THE 4CS TO GROUNDS MAINTENANCE

A service profile for Grounds Maintenance has been completed.  The key facts from the service profile are in Appendix B.
14.1
Consultation
The stakeholders for the school service are:

· The Education and Leisure Directorate

· Head teachers

· Environmental Services Staff

14.1.1 Public Consultation

Salford’s Strategic Plan

Salford’s Strategic Plan 1997 – 2007 set out an aim to ensure community and citizen consultation and participation in the definition, planning and delivery of services. Consultation with the public on the specific issue of grounds maintenance began in January 2000, when a scrutiny commission was formed, consisting of:

· Elected members

· Council officers

· Community representatives

The commission looked at ways of improving the delivery of the service.  Examples of good practice found, will be implemented in provision to schools.  The commission resulted in a total of 18 recommendations, which are currently being acted upon by the Directorate.

The Green Directory

The development of the Green Directory is a Citywide initiative that relates to the development of horticultural standards of maintenance throughout the City. Detailed consultation has been undertaken with all Communities Committees to ensure that service provision reflects local need. The development of services through this consultation and business development will encompass the services provided to schools.

14.1.2
Schools

Quarterly Surveys

A survey has historically taken place on a quarterly basis when schools are issued with a questionnaire that gives Head teachers the opportunity to express any problems that they may have encountered and to raise other aspects of the service for discussion.

The results of surveys for 97/98 for 98/99 were as follows: -

Satisfaction rating
1997/1998
1998/1999

Very good
6%
21%

Good
25%
56%

Average
60%
23%

Poor
9%
0%

The main issues were around cost and poor service delivery.  

There has been an improvement in satisfaction, with an overall increase in the numbers who rated the service as average or above.  

Figures have not been compiled for 99/00 and 00/01 due to insufficient returns. 




Service Level Agreement Survey 
The Service Level Agreement Group carried out a formal consultation with schools in January 2001.   The survey sought the views of schools on the services provided by the LEA 

Results of the consultation for the Grounds Maintenance service found that:
· 53.9% rated the service as average or above, with

· 15.4% rating the service as good

· 24.4% rated the service as poor or very poor

· 20% did not respond to the question regarding Grounds Maintenance.

· 1.5% did not know

However, some of those who responded less positively might possibly be confused about exactly what is included within the SLAs as some complaints have related to expectations that are not specified within the SLA.  However, further work could be undertaken to ensure clarity of SLAs, expectations and reasons for the poor ratings.

Head teachers Consultation

As part of this review, central education staff undertook a consultation exercise with Head teachers.

Issues raised by the Head teachers were:

· There is a lack of clarity on the exact nature of the services provide and the costs of such services

· There appears to be a lack of structure to the service 

· There have been problems with inaccurate invoices

· There has been a large increase in the cost of the SLA

· Telephone calls are not returned and requests for meetings not met.

14.1.3 Grounds Maintenance Staff

Staff Forums

Four staff forums took place during 2000 with regards to the services to schools, these being:

(a)
Supervisory staff – Senior Co-ordinators / Environmental Co-ordinators.

(b)
Support Services staff.

(c)
Operational Foreman – Environmental Maintenance Areas 1, 2 and 3.

(d)
Operational Foreman – Environmental Maintenance Areas 4, 5 and 6.

All forums were given the same two questions prior to their taking place:

· Do they feel we give value to schools?

· How can we improve the service?

Issues that were raised at the forums included:
· Could schools have designated teams?  This has been the approach years earlier and seemed to work as it fostered a sense of ownership.

· Lack of liaison from supervisory staff with schools.  Supervisory staff commented that not all schools required regular liaison and with current workload, it was not possible to visit every school independently on a regular basis.  Would it be possible to have a dedicated officer as with previous years?

· Some schools do not fully understand existing documentation, i.e. some work programmed such as grass cutting and some works on request, such as shrub pruning.  This leads to unjustified complaints; i.e. shrubs not pruned but are not actually in the schedule.  Could all works be programmed?

Support Services Staff

This forum was established with a view to exploring issues / methodologies relating to the invoicing for grounds maintenance works undertaken. It was identified that originally, bills were sent to schools on a quarterly, however more recently bills have been sent out for the whole of the summer period and one for the winter period.  

14.2 Comparison

14.2.1
National Performance Indicators


There are no national performance indicators for this service.

14.2.2 Local Performance Indicators

At present performance indicators for Grounds Maintenance are contained within the service plan.  However, the Performance indicators are financially based rather than customer outcome based. 

The introduction of a computerised enquiries and complaints system will enable the identification, quantification, and trend data analysis to take place.

Comparisons with other service providers and authorities are difficult because:

· The annual letting of grounds maintenance contracts has resulted in the establishment of individualised contracts with schools. Therefore there are significant differences in the type and frequency of work undertaken. 

· Other providers vary in the methods they use to carry out services.

· Service activities vary according to specification.

· Authorities collect data in different way.

Difficulty in obtaining data from other Authorities, this is likely to be mirrored in most Authorities.

Best Value Questionnaire

In order to address this, a Best Value questionnaire has recently been circulated to 29 other Local Authorities via the internet. It is hoped that by using the line of communications, Authorities who respond can then form the basis of a benchmarking group for the service.  Attempts have also been made to contact the schools who have previously ‘opted out’ of the in-house service, in order to understand why they have chosen to look for an alternative grounds maintenance provider.  From such discussions it is hoped that further comparisons can be made

ALDO Performance Network

Whilst it has been difficult to establish top quartile performance data due to lack of benchmarking information from a qualitative perspective, which is targeted towards grounds maintenance for schools provision, information has been obtained from the ADLO performance network group conducted for the financial years 1998/99 and 1999/2000 relating to cost comparisons.  

Secondary Schools


1998/1999
1999/2000

Average cost / hectare across family groups 
£1556 per hectare
£1787 per hectare



Salford   
£1109 per hectare
£1160 per hectare

Highest in the Group                                                       
£2146 per hectare
£3502 per hectare

Lowest in the Group                                                        
£ 770 per hectare
£ 675 per hectare

Top Quartile Target                                                          
£ 972 per hectare
£ 1101 per hectare

Primary schools


1998/1999
1999/2000

Average cost / hectare across family groups 
£2416 per hectare
£2080 per hectare



Salford   
£1399 per hectare
£1761 per hectare

Highest in the Group 
£5924 per hectare
£6857 per hectare

Lowest in the Group 
£ 885 per hectare
£ 1060per hectare

Top Quartile Target 
£ 957 per hectare
£ 1210 per hectare

It is evident that Salford’s costs are below the average in each of the four comparisons and is either in the top or the 2nd quartile

It is recognised that cost comparisons per hectare are not conclusive in determining the quality of grounds maintenance services undertaken. The consideration of cost per hectare takes no consideration of site features, service standards by clients, the intended use of the features etc. Therefore although costs are a useful indicator, as is the take up of annual service level agreements, there needs to be further comparison when such information / forums are established.

The overarching aim is to continually meet client requirements and to develop a private sector ethos in relation to cost and quality, which will provide the necessary drive to be within the top quartile as they are developed. 

In conjunction with this, local PIs are being developed to allow greater opportunities for future benchmarking and through our performance monitoring procedure allows us to demonstrate continuous improvement

14.3
Competition

14.3.1
At present, schools can make the decision to employ an outside contractor to carry out its grounds maintenance works on an annual basis.  There is an “open” market for this service and within this market Environmental Services retain 91%.  This suggests that our costs and quality of work are competitive, however increased consultation and market research will be needed to ensure our information on costs and quality is kept up-to-date. ADLO benchmarking information indicates that cost of service is below the national average for both secondary and primary sectors.

14.3.2 Schools procure annually grounds maintenance services in an “open” market and are responsible to Governors for effective procurement. External engagement is evident within the procurement process.

14.3.3 The availability of an In- house service provider maintains choice. The “open” market in place enables schools to choose between a number of service providers. The other main providers/competitors are:

· Glendale

· Brophy plc

· Continental Landscapes

· Other contractors

· Other local authorities

14.3.4
Schools are currently maintained in one of two ways:

· Part of existing Compulsory Competitive Tendering (CCT) contracts – High Schools

· Service Level Agreements – Primary Schools

Under CCT, the overall grounds maintenance service was exposed to external competition. in 1990,1991, 1993, 1994, 1995, and 1998.
High schools were included in tenders in the tendering round in 1993 and 1995. On each occasion the in-house provider won the works against several external providers who were invited to tender.

In relation to Primary Schools, which are not included in the grounds maintenance CCT contract, Service Level Agreements are negotiated on an individual basis annually.
14.4.
Challenge

Challenge sessions were held, in November and December 200, chaired by the Chief Executive, and are summarised below using the following categories:
· Provision

· Customer

· Performance

· Internal/External challenge

14.4.1 Provision

Requirement

Whilst there is no statutory obligation for any Directorate to carry out a grounds maintenance service, schools have an obligation to their pupils to provide environments, which promote academic development.  Schools also have to provide suitable facilities, which promote both mental and physical development in a safe environment.  In addition, environmental awareness is becoming more and more important within the school curriculum, for which a suitable teaching environment must be provided.  

Schools are also important in fostering social interaction within the community by the provision of sports facilities such as football, hockey and athletics pitches.  In order to provide this, it is an essential part of schools service provision that its grounds maintenance and outdoor facilities are kept maintained and fit and safe for purpose.

To ensure this ‘duty’ is met, it is essential that schools employ a qualified Grounds Maintenance Service provider in order to provide effective and safe service delivery.  This service provider must:
· Have the necessary expertise and diversity to offer a complete service.

· Operate within all relevant legislation

· Be cost effective and efficient.

· Be responsible and flexible in its service delivery.

· Be responsible and trustworthy.

In addition, schools need to be confident that the chosen service provider acts in accordance with all necessary Health and Safety legislation, including adequately trained and trustworthy staff.

Other issues schools need to address when employing grounds maintenance contractors include:
· Checking any necessary insurance is carried.

· Be confident that all equipment is maintained and kept in a suitable, safe condition to complete the works without risk to person or property.

· Be confident that in the event of failure, a suitable mechanism is in place to allow a conclusion to be met with minimal disruption.

Potential Growth

Grounds maintenance enjoys a 91% share of the market.  Therefore, the impact of any increase would be minimum as the service is part of a larger organisation that services the wider authority.

Effect of Any Reduction in Demand

If schools are dissatisfied with the service then chose not to renew their contract/SLA there could be an impact on the staffing of the section.

Alternative Service Provision

There a number of options available to schools in the purchase of Grounds Maintenance Service, these include:

· Procuring the service from the current In-House provider

· Procuring the service externally from either specialist or generalist contracts

· Undertaking the service internally within the Schools own operation.

Within each of these options there could be a mix of providers.

Schools, within the “open” market, implement all these options.

Packaging of contracts

Historically, all schools, whether maintained as part of an existing CCT contract or under a SLA agreement, were maintained to standards and frequencies originally established within CCT contract documentation and prices.  The need for the service was discussed in detail at each re-let of contracts. The arrangements within CCT Contracts was constrictive and did not facilitate the tailoring of the service to the individual school, e.g. general amenity grass is 15 cuts per year, when the school may require 16 / 17 cuts.  Effectively, this meant that some elements of a particular operation may not have been required, or indeed, required increasing.

Recently there has been greater emphasis on agreeing annually, service standards with individual schools, to ensure that service delivery is focussed on need.  There remains further work to be undertaken in driving this forward.

14.4.2
Customer



Target User

Outdoor Services provide a grounds maintenance and landscaping service to the whole of the authority: 91% of schools buy into the service. 



Satisfaction

Information from customer surveys shows that there has been a steady improvement in the satisfaction ratings from schools.  However as there is currently a 20% dissatisfaction response action need to be taken to discover the causes and set out service improvements

Service Improvements

· Review communications

· Create a liaison role to improve customer care

Integration with Other Services

Grounds Maintenance is situated with refuse collection and street cleansing.  It is an important part of the co-ordinators role to prioritise the provision of all of the three services, as sickness and staff turnover invariably impacts on service provision.  When this does happen there is flexibility within the service to attend to priorities.

Promotion of the Service to Users

Since 1994, individual information packs have been negotiated on an annual basis with schools. These packs not only identify the agreed level of services to be provided, but provide the opportunity to determine changes to client needs. The detail within the packs includes site inventory, site map, cost of service, points of contact etc. The intention is also for schools to communicate their specific needs through the point of contact, examples of which include sports days, VIP visits. This element within the pack ensures that service provision meets school need on an ongoing basis.

Appropriate updates to the initial information pack are produced and presented with the annual estimate.  This pack includes:

· A statement relating to the financial estimate for programmed and instructed works based on historical management of the grounds maintenance.

· A statement identifying contact points and lead officers.

· A summarised specification.

· A matrix identifying the programmed works to be undertaken and a timetable of tasks.

· A school checklist of programmed works, sorted in date order to assist in helping schools to monitor the type of work in a given period, e.g. mowing during examination times.

· A base map of the site identifying where the works are performed.

· A numerical measure sheet identifying quantity of site features.

The information pack is intended to assist in the collective management of grounds and therefore we ask that schools:

· Communicate any special events planned, e.g. visits by royalty, exam timetables etc. This will assist in ensuring that work plans are co-ordinated to ensure quality service delivery.  Any communication necessary will need to be given at least eight weeks prior to any event, to ensure that resource, operational and financial considerations can be quantified.

· Communicate their requirements for safety and security.

· Inform us of the name and title of the member of staff that will lead on Grounds Maintenance issues.

· Inform us of their arrangements for receiving visitors etc. 

14.4.3
Performance


Performance Measures

In order to provide the needs of the City Council’s customer base, the Grounds Maintenance Service has developed clear definitions of what it expects to achieve: -

· To provide a quality and value for money service.

· To continually seek service delivery improvements through maximisation of available resources.

· To develop and maintain effective communications with our clients, and to ensure their views are reflected in service standards.

· To develop and maintain systems, which will ensure progressive development of the service we provide in line with “Best Value” requirements.

· To identify and implement training and resource needs to ensure that the service is provided in a safe and efficient manner.

· To provide a service, which is diverse and flexible to cater for all our customer needs.

Performance is measured at a strategic level through annual trading accounts; and at an operational level through the analysis or resource performance. 

It is recognised that customer focused performance indicators need to be established.

Strengths

· There is in increased satisfaction trend

· There is a 91% buy back for the service

· Primary Schools are free to choose who provides the service

· Comprehensive Complaints procedure

· Customer forums held to elicit customers views

· Salford is generally in the top 25 percentile for low costs

· Have flexibility as part of a larger service

Weaknesses

· The re-charge system does not reflect true costs

· It is difficult to ascertain firm figures on the profit and loss of school’s work

· Performance Indicators are financially based

Improvements

Through consultation it has become apparent that service quality differs.  

Staff Forums have produced the following suggestions: 

· Have a dedicated schools grounds maintenance team

· Employ a dedicated schools liaison officer.

· Programme all work so that schools fully understand what is included.

· Senior operative to visit all schools at least annually, more frequently if there are problems, to discuss the contract.

· Introduce procedures to monitor work quality and quantity.

· Conduct customer satisfaction surveys.

Further work would need to be done to establish the exact causes of dissatisfaction before implementing any of the suggestions.

Other improvements suggested are:

· Develop SLAs that are clear and easy to understand

· Clarify the works programme with schools

· Devise true costings

· Develop performance indicators to be more customer focussed.

· Review working practices – invoicing/re-charging

· Review the supervisory structure/liaison role

14.4.4
Internal /external challenge

External Trends

The main external issues are considered to be:

· Ability to develop a modern service relies upon additional funding being given

· Agenda 21 and the environmental policy brings about new requirements

· There are greater expectations from the public

· New machinery and technology 

Link with Strategic Objectives

In relation to considering the “challenge” question from a corporate perspective whilst maintaining a Service to Schools focus, then the Grounds Maintenance Service contributes to the City Council’s pledges as follows:

Pledge one: Better education for all

Schools have an obligation to their pupils to provide suitable facilities, which promote both physical and mental development in a safe environment.  By completing grounds maintenance works in a safe and efficient manner, Environmental Services assists schools in this obligation

Pledge Three: A clean and healthy city

The provision of the core grounds maintenance function is to provide facilities fit for purpose, whether that is formal recreation areas or the upkeep of general aesthetics. Specialised services including weed control, arboriculture are undertaken in accordance with legislation to ensure not only effective control, but also that health and safety considerations are made.  In general effective grounds maintenance provision supports the objective of maintaining a clean city and promotes pride within the school environment, whilst also providing opportunity for physical recreation that promotes a healthy lifestyle.  The provisions of sports pitches within educational establishments also provide local communities with recreational opportunities, which again promote healthy lifestyles.

Pledge Four: A safer Salford

The provision of appropriate horticultural features that reduce the fear of crime e.g. provision of effective shrubberies, supports crime and disorder strategies. Services in addition to the core grounds maintenance functions include:

· Arboriculture Works – available should trees become unsafe, we can respond with immediate effect and several schools have utilised this service.  

· Trained arboriculture inspectors can provide advice on tree matters and report on current safety, or what may become a future safety issue

· Play Areas – if required, our trained playground engineer can provide a detailed safety report on any items of play equipment and suggest improvements, repairs or removal of items of equipment, which are considered unsafe or no longer meet relevant legislation.    Our own Blacksmiths Unit immediately can then address any items requiring works, if necessary on a quotation basis.

Pledge Six: Supporting young people

Outdoor services currently provide a grounds maintenance service to schools at all levels from Nursery to High Schools within the City.  We help provide a clean, safe environment for children from an early age and through maintenance of outdoor sports facilities, help to promote the physical health of young people in Salford.

Community Plan – A Healthy City

The provision of recreational and sporting facilities supports the overarching aim of a healthy city by providing the opportunity for pupils to develop their physical fitness. The upkeep of such facilities is undertaken in liaison with schools.

14.5
Conclusions Arising from the 4Cs Analysis

Schools have the freedom to make their own choices as to who should provide their service.  Schools have exercised this right in a mature market; in that, several have taken the option, to seek an external service provider, many of who are inexperienced or sole traders.  There are concerns that schools are taking this approach, mainly due to the potential lack of understanding / experience in letting such contracts.

The current criteria being used for the letting of some appointments are open to question, as issues such as insurance and Health and Safety may not be addressed.

Therefore it is felt that in order to ensure that the City’s schools grounds maintenance requirements are met, the City Council should be a competent and competitive provider of safe efficient, effective and economic grounds maintenance services to schools
The actions necessary to drive through improvements are listed below and explained further in Appendix A.

14.6  
Actions Arising from the 4Cs Analysis
Ref No
Action

A66
Clarify, and where necessary re-package SLAs and work programmes with schools to ensure that purchasers fully understand 

A67
Undertake further consultation to uncover the reasons schools are dissatisfied and implement a strategy to increase satisfaction

A68
Devise transparent costings 

A69
Improve communications with customers and drive up the level of customer service provided

A70
Review invoicing procedures

A71
Develop performance indicators that are customer focussed

A72
Review the co-ordination of works and procedures to ensure a joined up service and that customers are fully aware of worked completed

A73
Consider the feasibility of a schools specific grounds maintenance team 

15
ICT

15.1 Introduction and Background

In January 2000, Corporate IT Services started working with the Education & Leisure Directorate to prepare proposals for the acquisition and installation of an integrated data and voice communications infrastructure for all schools, libraries, leisure centres and City Learning Centres. The infrastructure will provide access to the Internet, Email, educational materials, and state-of-the-art telephone communications throughout the City, and will enable the Authority to manage, in a more integrated manner, the various ICT projects and initiatives it was involved in, including:

· EiC City Learning Centres

· National Grid for Learning

· North West Learning Grid

· The People’s Network

· The Information Society

· The Community Grid for Learning

The Infrastructure aims to meet and in most cases exceed the following Government targets:

· By the end of 2002, serving teachers should generally feel confident, and be competent to teach, using ICT within the curriculum

· By the end of 2002, all schools and libraries and as many community centres as possible should be connected to the National Grid for Learning, enabling 75% of teachers and 50 % of pupils and students to use their own e-mail addresses

· By the end of 2002, the UK should be a centre for excellence in the development of networked software content for education and lifelong learning, and a world leader in the export of learning services

· From 2002, general administrative communications to schools by the UK Education Departments, Ofsted and non-departmental public bodies, and the collection of data from schools, should cease to be paper-based

Work was undertaken in July 2000 to define the provision of an IT infrastructure within the Education and Leisure Directorate.  This took into account the recommendations of Ofsted that Salford should:
· Develop a vision and strategy for ICT which is shared with schools and:

· Focuses on curricular support to schools to raise standards of attainment in ICT and of other subjects through ICT; and

· Provides a clear training strategy, which enables teachers to meet the government’s targets for skill and expertise.

The following documents were produced.

· Provision of an ICT infrastructure – Strategies for the provision of an ICT infrastructure in the City of Salford’s Educational, Arts and Leisure establishments

· Provision of an ICT infrastructure – High level technical design of an ICT infrastructure in the City of Salford’s Educational, Arts and Leisure establishments

· Provision of an ICT infrastructure – Budgetary information and timescales to implement an ICT infrastructure in the City of Salford’s Educational, Arts and Leisure establishments

· Provision of an ICT infrastructure – A School’s Information Pack

In order to cover the capital and revenue costs of the project, it was estimated that, following an initial installation charge for Broadband, an annual contribution would be required:

· Secondary schools

£12500

· Primary & Special schools
£3500

· Library



£2600

The contribution would be collected through a Service Level Agreement.

The proposals for the project were put before the Schools’ ICT Forum, in Summer 2000, and gained approval from its members. This was followed by a presentation to all schools at the Lancastrian Halls in September 2000

A report went to members on 22 January 2001 with the final proposals for the implementation of a Broadband data and telephony structure supporting all schools, libraries, leisure centres and CLCs.

Further presentations were given to schools in March and July 2001.

As a result, a decision was taken in April 2001, to centralise ICT support and development.  Corporate Services assumed responsibility for all IT support and the development of all e-gov initiatives across the directorate.  At this stage, after careful consideration, it was decided that it was no longer appropriate to continue to include this service within the scope of the review.  However, the Best Value Group has continued to monitor progress in this area.

15.2 
Application of the 4Cs to ICT  

During the early stages of this review a corporate decision was undertaken in relation to the appropriate way forward for ICT provision to schools as outlined in paragraph 15.1.  It was therefore considered that work already undertaken in relation to the four Cs analyses would be used to inform and complement future development and implementation of the corporate decision taken.

The work undertaken around the 4Cs is described below.

15.2.1
Consultation

SLA Group Survey

The Service Level Agreement Group undertook a survey, through Head teachers, in January 2001.

The results for ICT SIMS Support are:

83.1% rated the service as average or above, with

44.6% rating the service as good or very good.

13.95 rated the service as poor or very poor

3.1% did not reply.

Strategic Review of Corporate Support Services – Schools Survey

A survey of schools was undertaken in April 2001, as part of the strategic review being undertaken of Corporate Support Services.  This survey dealt with IT Desktop Services provided to schools.  

106 survey forms were issued and 27 were returned, representing a 25% response rate.  

The results were as follows: -

· 76.9% of responders rated the service of high importance.

· 73.1% of responders felt that the Quality of Service was satisfactory to excellent.

· 70.5% of responders felt that the performance of the service was satisfactory to excellent.

· 65.4% of responders felt that the service represented value for money.

It should be noted that due to the low response rate, the information couldn’t be judged as a representative sample.

15.2.2
Comparison

The ICT Inspector-Advisor undertook a review of practice within two Greater Manchester LEAs (Stockport and Bolton).

The methodology employed involved interviewing key individuals from each service. The interviews covered the organisation and structure of support, the services provided to schools, funding arrangements, and partnership working.




A third authority (Tameside) provided written information.

The key findings from the research are as follows:

· One of the authorities does not use SLAs so that they can respond to requests, issues, and problems in a completely flexible way.  The other authority has very tightly defined SLAS and works very much as a commercial organisation.

· All of the authorities: 

· Had Clearly scoped agreements for services that met the needs of schools

· Provided services that were well-resourced, efficient and timely

· Acknowledged the need to work with external providers

15.2.3 Competition

There is a highly competitive and established market for the provision of IT services.  There are numerous competitors in the local area and some schools already buy from external suppliers including the major public sector provider – Capita. Additionally, some authorities are now able to offer ICT services to schools in neighbouring authorities. 

15.2.4 Challenge

The authority challenged itself prior to the decision to adopt the way forward as outlined in 15.1.

The challenge session took place, chaired by the Chief Executive. The Challenge focused on the areas of:

· Provision

· Customer

· Performance

· Internal/External challenge

Provision

The provision of ICT services is not a statutory function. However, the government has set local authorities targets to achieve service improvements using ICT by 2005.

Some authorities, namely Middlesbrough and Blackburn with Darwen, have out-sourced their ICT provision to other providers in the market place.

It is anticipated that the provision of ICT will increase with the onset of the Broadband project, which will co-ordinate ICT provision and link all schools.

Customer

Schools are one of the users of the service.  Consultations with schools revealed that the main issues around ICT provision were:

· the length of time taken to resolve problems

· the helpdesk provision

· the need for clear information

Performance

Performance is measured by:

· the level of SLA buyback

· comments from stakeholders

· help desk monitoring information

External/internal challenge

· There is a trend in the provision of ICT to outsource.  This would be a corporate decision.

· Technology advances at a great rate and there is a need to keep up to date with developments.

· The vision for the future of ICT from both central government and the Authority.

The provision of ICT supports the Authority pledges:

· Pledge 1: Better Education for All

· Pledge 5: Stronger Communities

· Pledge 6: Supporting Young People

15.3
Progress and Achievements
· Customer service ICT groups were established in the autumn of 2001 to ensure effective communication with all stakeholders.  These groups include:

· The ICT Broadband Steering Group that includes Chief Officers, members and Head teachers.

· The ICT Strategy Group

Other directorate specific ICT groups have been developed and developments and service quality issues will be steered through the appropriate groups.

· A dedicated project management team has been established to deliver the ICT infrastructure. 
· The number of technicians available to respond to Education requests has increased.

· Clear SLA documentation for schools will continue to be developed.
· Plans for an up-dated telephone system to provide better handling of calls have been drafted.

· Improved help desk facilities with plans to update the call log system, in the future.

· There is an on-going roll out of a remote support facility via Broadband.
· Training on SIMS has been made a priority and the service now has dedicated trainers.

15.4
Conclusion

The assimilation of the Education & Leisure Directorate ICT support team into the corporate IT Services team was designed to provide a more co-ordinated approach to service delivery. As a consequence, a single Service Level Agreement has been developed, offering support for infrastructure, hardware, software and system and data administration. 

Curriculum software support still remains the responsibility of the Inspection & Advisory Service, via the ICT Inspector-Advisor and other subject specialist advisers and consultants.  This element will become part of the overall strategy by which the Infrastructure and Contents group will determine the most appropriate way for schools to use the improved connectivity, provided by Broadband, to develop the curriculum.

Consultation with Head teachers and other school based staff who are involved in using ICT services will continue to be undertaken, through a variety of ICT groups, and the results will be used to amend the Service Level Agreement, and to continue to develop and improve the service.

16 
EQUALITIES

16.1
As part of the corporate best value review process, Service Managers were required to complete the Service Profile and 4Cs Checklist. To ensure that, within each best value review, consideration is given to equal opportunities issues in respect of service provision, questions relating to equality have been incorporated within the two documents. Specific details of the ways in which each of the 6 services encompassed within this review take into account equalities issues can be found in the respective Service Profile and 4C checklist documents which form part of the evidence files arising from this review.

16.2
The City Council as a whole has an “Equality of Service Delivery” Policy which recognises that our customers should receive the same standards of service regardless of race, gender or age and regardless of whether these are provided by the Council or by a third party.

16.3
The Council has recently implemented a Procurement Strategy and Policy that takes into account equalities issues. It stipulates the requirements for contractors/partners to abide by an approved equal opportunities policy.

16.4
The Procurement Matrix contained within the Procurement Policy which is applied to potential contractors, specifically asks whether an equal opportunities policy is in place and has a series of questions relating to commitment to equal opportunities, consultation with users, availability of information in different languages etc.

16.5
The council as a whole has achieved Levels 1 and 2 of the Commission for Racial equality’s Standard for Local government.
17 
SUSTAINABLE DEVELOPMENT

17.1
As with equalities, questions relating to sustainable development have been incorporated into the corporate Service Profile and 4C’s checklist documents. Specific details as to how each of the 6 services contributes to sustainable development are contained in the completed documents that form part of the evidence files arising from this review.

17.2
Sustainability is one of the Council’s key objectives and our Environmental and Development Services Directorates are the driving force towards our corporate targets under Local Agenda 21 and further development towards sustainable development.

17.3
As a Council, the following strategies have been developed: -

· The Environmental strategy for Salford

The Environmental Strategy contains a range of targets by which we can assess our performance in relation to our corporate pledges and to other key areas of environmental responsibility.

· Building Sustainable Communities-A Regeneration Strategy for Salford

A strategy, developed through the Salford partnership (a range of public, private, statutory and voluntary sector agencies) that aims to provide a holistic approach to sustainable regeneration.

· Local agenda 21 Statement and Strategy

Salford’s LA 21 Strategy will help to ensure that there is local commitment and partners in place to tackle environmental problems that are holding back community and economic regeneration. Salford’s LA 21 Strategy will also ensure that in tackling problems at a local level, Salford also plays its part in tackling wider issues of global concern such as climate change and biodiversity.

18 SERVICE IMPROVEMENT 

18.1
 Introduction

To deliver the changes as identified through the services to schools best value review, and to strive for continuous improvement, an Improvement Action Plan has been formulated to incorporate the recommendations and actions that have arisen.

18.2
Approach
The Improvement Action Plan comprises of:

· A high level thematic Issues Action Plan which outlines the improvements areas that are common to all services

· Service specific Issues Action Plans for each of the services included in the review.


Each service will be required to develop, from the Issues Action Plan, a more detailed action /implementation plan to show how each of the improvements will be achieved and evaluated.

The Issues Action Plan is detailed in Appendix A.

18.3 Review of the Plan

A system for monitoring progress against milestones and targets will be implemented.

The plans will be reviewed using the guidance in the corporate planning model and through the Directors monthly Best Value Progress Report and Meeting.
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