
SALFORD CITY COUNCIL

DRAFT FRAMEWORK FOR A

HUMAN RESOURCE STRATEGY

2003/04  - 2005/06

FrameHR.Strategy6

DRAFT FRAMEWORK FOR A

HUMAN RESOURCE STRATEGY

FOREWORD BY THE LEADER OF THE COUNCIL

AND THE CHIEF EXECUTIVE

The Foreword will provide:

· An upbeat message from the Leader of the Council and the Chief 

Executive re: how we are moving on to a positive future with new 

leadership;  clear priorities as reflected in the Cabinet’s Workplan;  

and its 3 main themes of

· Customer-focussed service improvement

· Increased member and public participation

· Improving the Council’s image

and an improved people-centred approach, which is focussed on ensuring we 

have the right people, with the right skills in the right place.

· The Statement will include the Leader of the Council’s and the Chief 

Executive’s expectations of the HR Strategy and the vital 

contribution they believe it will make in assisting Directorates to achieve

the Council’s priorities.  In particular the message will stress the crucial 

importance of a customer-focussed approach to all that we do:  this is a top 

priority for the whole Council and the main outcome that the HR Strategy is 

designed to achieve.  All employees will be expected to engage with this key 

message of how we expect the Council’s culture to change.

· It is important to bear in mind that the HR Strategy does not belong to 

the HR professionals – it belongs to the whole organisation and is 

resourced by the HR professionals who support Managers and staff to 

achieve its aims and objectives.  It is also crucial to bear in mind that it cannot, 

necessarily, be delivered entirely by the Council acting alone.  A partnership 

approach to service delivery and a joint teamwork approach to training and 

development;  sharing knowledge and expertise to improve service delivery 

will all be stressed as major themes to be addressed via the HR Strategy 

approach.
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THE STRATEGIC CONTEXT SET BY THE LEAD MEMBER

AND EXECUTIVE SUPPORT MEMBER FOR PERSONNEL 

We believe that in Local Government we are ahead of the corporate world in ensuring our values guide our actions in delivering services to our local communities.  In Salford a great deal of work has been done with the local community and with key strategic partners e.g. the LSP, Unions, NHS, PCT, Salford University, and IDeA in developing a values based agenda.  So far as the Council as a key organisation is concerned, this work needs to be underpinned by an HR strategy that charts the way forward in a progressive and organised manner following full consultation with our partners and, most importantly, our staff. I believe we need to pay significant attention to 

· Elected Member support for the whole process

· Elected Member training so that members are ahead of the game and can help lead the transformation in support of the Leader of the Council.

· Creating a learning organisation - in very real terms this will need key work with our Unions and other partner organisations to develop and write a clear development strategy that is in line with the needs of the organisation and the individual staff member. This must include a commitment to customer-service new technology, e-government and to skilling a workforce to deliver a 21st century product.  To do this we need to be supported by a comprehensive staff training and development strategy delivered via a joint approach with all partners where such teamwork improves service delivery.
This will necessitate us reaffirming our commitment to:

· Changing the culture within Salford City Council so that officers and members take an entrepreneurial perspective and realise that learning from our mistakes is a consequence of moving the organisation forward. This acknowledges our realisation that an organic and bottom up approach to service delivery and improvement is essential to our long term development as an organisation

· Organisational restructuring so that front line staff are empowered to make key service delivery decisions for the benefit of the people of Salford, giving managers and staff more freedom to manage and respond to the expectations of customers.

· Ensuring that the concept of a ‘service culture’ is at the forefront of our thinking and action

· Performance management in its widest terms. This acknowledges that the Council expects managers to be professional and to manage the business. It also recognises that individual managers will need to be supported and challenged to develop their performance over time. This is vital because we need to enhance our whole service performance culture in a way that recognises the complexity of delivering on a values based agenda and the expectations of the people of Salford

We believe in this way, we can achieve what we want to achieve in a manner that satisfies the complex needs of our local communities and a central government that is becoming a much more demanding ‘boss’. Hence this draft framework for an HR Strategy is a vision statement mapping out a picture of where we want to go. It also supports the Leader of the Council in his desire and intention to improve services and increase participation via the Cabinet’s Workplan and priorities and its 3 main themes of

· Customer-focussed service improvement

· Increasing member and public participation

· Improving the Council’s image

Interestingly it also gives us an opportunity to mainstream policies that form part of our values base that do not readily find a niche in the ‘old’ structure e.g. the Cultural Strategy. We will then, I believe, be in a much better place to meet exactly what is demanded of us by all agencies, stakeholders, the government and individuals within our community.

Ultimately we will help to transform peoples lives.

Councillor Eddie Sheehy



Councillor Doug Daniels

Lead Member for Personnel Services

Executive Support Member








for Personnel Services
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1.
INTRODUCTION

1.1
Why the Strategy has been produced

· The City Council is a people-centred organisation that delivers its services through our staff.  A people centred strategy is therefore essential.

· Our organisation is judged on the effective delivery of services.  Many of these are intangible but they affect our reputation and all that we do.

· To improve our services, we need to lead, manage, motivate, enable and empower our staff to deliver a customer-focussed approach to all that we do.  This is our top priority and a key outcome of our enhanced approach to our Human Resources Strategy.

· A coherent approach to how we seek to do this is needed across the whole Authority: This HR Strategy has been produced to enable everyone to contribute to such an approach and then participate consistently in its implementation as an equal partner.

1.2
The purpose and aims of the Strategy

· The purpose of the HR Strategy is to make a direct and significant contribution to achieving the Council’s 

· Mission

· Its vision

· The Community Plan Themes

· Our Pledges 

· The Cabinet’s Workplan and initiatives:-

-  Customer-focussed service improvement

-  Increasing member and public participation

-  Improving the Council’s image

· The overarching corporate aim of the HR Strategy is to assist the Authority, through its people and with its partners, to achieve its pledges and support the Community Plan.

Within this corporate approach the key service aims of the strategy are to:-

· Promote a culture that enables, empowers and encourages all employees to realise their full potential in a safe and healthy working environment.

· Promote a culture that identifies, encourages and empowers good leaders
· Facilitate the development, through innovation and imagination, of a modern, customer-focused organisation that employs people who have the appropriate attitudes, knowledge and skills to deliver excellent customer-focussed services.

· Promote and sustain the principles of a corporate and cohesive organisation

· Ensure the Authority adopts best practice and meets its statutory and contractual obligations in relation to Employment, Best Value, Overview & Scrutiny and Communications

· Assist the Authority to deliver quality services by advising on the best use of resources and organisational skills and by supporting the Overview and Scrutiny Function as part of a process of continuous improvement.

· Ensure that all Elected Members and employees are aware of and meet the requirements of best value and performance management and the benefits that these systematic approaches can bring to our services.

· Assist the Authority to meet its commitment to ensure equal opportunity for employees, service users and all Salford people in order to satisfy their needs and aspirations.

· Promote and sustain positive images of the City and the City Council through open, honest and effective two-way internal and external communications.
1.3
How the Strategy is integrated with the Council’s strategic priorities and plans

· The strategy will be produced following a series of Focus Group discussions and a two-way dialogue/consultation exercise throughout the Council involving:-

· Cabinet

· Council Members

· Directors’ Team

· Senior Middle Managers

· Front-line staff

· Trade Unions

· The outcomes will then be reported back to senior members/Directors before being finalised in this document.

· Consequently, the consultative approach adopted for producing the framework strategy has been designed to ensure that all sections of the Council are aware of it and the stated intentions behind its implementation.

· We intend that the strategy will become a living document, owned by corporate stakeholders and embedded into the way we do business.

1.4
How the strategy will integrate with Service Directorates’ priorities and plans
· The “drivers” for the HR Strategy will also be drawn from Service Directorates’ stated business planning priorities, and action plans in the Strategy have been designed to deliver Authority-wide programmes and initiatives to meet these stated priorities.

· Similarly, to ensure that there is a clear alignment consistently applied across the Authority, all Directorates will be asked to incorporate the HR Strategy within their service plans and to work corporately to enhance these proposals over time.

1.5
Enquiries

(NB  A contact point for enquiries/further discussion on any aspect of the strategy will be provided.    It may be possible to have a call-in facility set up for a couple of hours a week and a web site page where people can contribute and interrogate the document with a view to keeping it as a living policy.)
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2.
BACKGROUND

2.1
Our vision for Salford

· Salford sits at the heart of the Greater Manchester conurbation in the North West of England.  It is an amazingly diverse City that offers something for everyone and much, much more.  The vision for Salford is set out in our Community Plan.

· “Our vision for Salford is to create a City where people choose to live and work.  We aim to improve the quality of life of all of our citizens by creating an economically prosperous City with a buoyant and competitive economy;  creating and maintaining strong, safe, healthy and sustainable communities where all citizens can participate to the fullest extent in decisions which affect their communities;  providing a better education for all to enable children and young people to thrive and fulfil their potential;  creating a City that is good to live in by providing quality homes and a clean and healthy environment.”

2.2 
Profile of the City – Some key facts and figures
· The City of Salford is a City of contrasts.  It is a proud, thriving and vibrant City with major successes to its name, boasting an exceptional rate of regeneration and growth in many parts of the City.

· Successes include the redevelopment of Salford Quays, creating a world-class business and cultural area of national and regional significance.  Its success has led to Salford having the greatest growth in employment in the Greater Manchester area.  Salford has a thriving University, a major teaching hospital, a top professional rugby league club in Salford City Reds, a  multi-million pound arts and theatre complex at Salford Quays – The Lowry, which houses the world’s largest collection of works by local artist LS Lowry and has two major auditoriums, and it is the national millennium project for the arts and attracts in excess of a million visitors each year.

· The City covers an area of 37 square miles and has a population of around 215,900 people.  The latest projections from the Government indicate that this is estimated to decrease by 4,100 by 2008.  This contrasts with a projected increase of 3.8% in the population of England as a whole.  The 2001 Census has indicated a growth in the non-white population of the City to 3.87% from 2.18% in 1991.

· Salford is home to over 7,000 businesses.  Of these 86% employ less than 25 people.  There is no dominant industry in the City.

· The City is ranked according to Government statistics as the 28th most deprived authority in the country and 4th most deprived in the North West region.  9 wards appear in the national list of the 10% most deprived wards.  The standardised mortality ratio (SMR) for the City is 135, compared to the national average of 100.  Of a total of 20 wards in the City, only two wards have an SMR lower than the national average.  The incidence of coronary heart disease in Salford is the highest in England.

· The number of looked after children has almost doubled since 1993 to the current level of 580.  Salford has the sixth highest rate of looked after children nationally, indicative of increasing levels of social issues and family breakdown in many communities.

· Salford has an excellent track record in securing external funding to help meet these challenges and to regenerate the City.  Over the last 5 years more than £200 million has been secured from a range of external sources to support regeneration activity across the City, including Single Regeneration Budget, European funding, New Deal for Communities, National Lottery etc.

· Overall crime levels have fallen by 1.3% in 2002/2003.  We have been able to achieve significant reduction in crime and disorder across the board, with the exception of violent crime.  For instance, we have reduced burglary of dwellings by 6% this year and reduced vehicle crime by 8%.  Robberies have been reduced by over 10%.  We will continue to work hard with our partner agencies within the Crime and Disorder Partnership to bring all crime and disorder down over the coming year.

2.3
The workforce

· The strategy seeks to make it clear that the Council believes that our staff really are our most important asset.  Consequently, we expect to know and understand the composition of our workforce so that we each be sure that we practice what we preach:  that we value a diverse workforce as a model of best practice in delivering quality services to the people we serve.

· With this approach in mind we have produced an analysis of our workforce profile by reference to the key corporate health indicators of Gender; Ethnicity; Disability.

· This analysis, which is set out below, shows that the key characteristics of the workforce are as follows:-

-
Women make up 67% of the overall workforce of those, approximately two thirds are concentrated in the traditionally female roles e.g. care, cleaning, catering and clerical roles.

-
Women currently represent 35.6% of the top 5% of earners within the Authority.

-
The majority of the workforce is white – 90%.

-
Just over 1% of the workforce has declared that they meet the DDA 1995 disability definition.

-
The age profile shows that 10% of the workforce is under the age 25.  The majority of employees are within the 36 – 50 age band.

-
Approximately 30% of the workforce work less than full-time hours.

-
The average length of service is  …… years.  A significant proportion – 30% have less than two years service.

-
The number of working days lost to sickness absence whilst reducing, remains at 10.71 days per person.  It is our intention to continue working with our staff to reduced this figure.


Access to accurate and meaningful workforce information is a fundamental requirement for progressing the HR Strategy.  In progressing these issues, Directors and Lead Members will receive regular workforce data updates, which will be used to inform the service planning process and Directorate workforce strategies.

· We believe therefore that we need to take positive action to address this overall position and our plans to do so cover the following initiatives:-

· Targeted promotional activity for under-represented groups

· Improving the Council’s image as an employer

· Simplification of recruitment processes

· “Into-work” schemes for local people

· Positive action training

· Mentoring by senior managers from under-represented groups

· More specific information can be seen in the Service Plan for the Chief Executive’s Personnel & Performance Division for 2004/05.

· A more detailed analysis of our workforce profile will be included in each Directorates workforce plan later this year.  This analysis will cover a detailed breakdown of employees by reference to:-

(
gender

(
hours worked

(
ethnicity

(
length of service

(
disability

(
qualifications

(
age


(
turnover rate/reasons for

( 
grade



leaving


and will indicate what is being done to address the issues raised.


2.4
Key influences and challenges

· In producing a coherent approach to our HR Strategy, there are a number of key influences, which must be taken into account.  These are the major “drivers” for our people-centred approach to developing the organisation and represent the challenges faced by the Council – both externally and internally.

External influences

· It is not appropriate to go into detail about each of these influences in a strategic document of this kind, but for the sake of clarity the following is a list of those influences which we are currently addressing:-

· The Government’s Modernisation Agenda – particularly Public  

     Service Reform.

· Our CPA assessment and our Improvement Programmes which  

flow from the assessment, particularly our work with IDeA and the 

Audit Commission e.g.

· For the move to more collaborative and strategic working across Directorates.

· A more efficient and effective approach to human resources issues across the Council.

· Ensuring that the process of translating the City Council’s pledges into individual staff targets as the basis for appraisals is actioned fully.


- 
The ODPM’s and Employers’ Organisation Pay and Workforce Strategy for Local Government, with its five key priorities i.e.

·  Developing leadership capacity

·  Developing the skills and capacity of the workforce

· Developing the organisation to achieve excellence in people and performance management

· Resourcing local authorities to ensure we recruit, train and retain the staff we need and address diversity and equality issues

· Having Pay and Rewards systems that help to develop a skilled and flexible workforce

· The Audit Commission’s Inspection Programmes for the Council in 2004/05 specifically covering whole service reviews.



(to be confirmed)

· National guidance on HR issues such as:

· The Local Government Pay Commission Report

· Accounting for People Task Force report on Human Capital Management

· Our own Recruitment Advertising Agency (Riley’s/HR Gardens) National Report on Young People’s Perceptions of a career in Local Government.

· Development of e-government approach to service delivery.

· Development of a number of strategic partnerships, both corporately and in Service Directorates as a key means of improving service delivery to our customers.


Internal influences

· The results of recent customer-focussed user satisfaction surveys 2003/04 e.g. our own Quality of Life Survey;  and AGMA’s Mori Survey.

· Our Employee Survey 2003/04 which showed that ……………





(To be inserted)

· The changing world of work which is producing more flexible working arrangements which address workforce issues such as work-life balance; lifelong learning; an older workforce etc.

-     The Cabinet’s workplan and priorities with its 3 main  

      themes of:

· Customer-focussed service improvement

· Increased member and public participation

· Improving the City’s Image 

· the City’s Community Plan Themes and the Council’s Pledges to 

     help deliver them.

· how we intend to develop partnership working as a core skill for   


all employees

· Directorate Service Plans 

· Which indicate the extent to which we need to develop workforce planning as a key strategic driver for change and improvement.

· How we intend to develop and implement customer-focused services.

· Clearly, this list of current influences demonstrates the extent of the ‘Agenda for change’, which represents a major challenge for the Council over the course of the foreseeable future.  This means that we must address the need to change the culture of the whole organisation in order to ensure that all of our efforts in our people-centred approach are aligned with the Council’s priorities and our mission to deliver the best possible quality of life for the people of Salford.  This means that as an outcome of this approach, we must ensure that those of our people who are committed to improving quality via our joint approach to partnership working are recognised, rewarded and supported.
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3.       VALUES, EXPECTATIONS AND CORE PRIORITIES

· It is intended that following wide discussion and debate, the values, expectations and core priorities of the HR Strategy will become established throughout the organisation:  for the purpose of that debate a number of suggestions are listed here.  The list will, in due course, be amended in the light of discussion and developments.  These will be shared throughout the organisation and form part of a new induction process for all new staff.
3.1 Values and expectations

· In any organisation there are values displayed which identify what it is like to work there:  these are determined by the organisation’s policy and/or by the staff themselves.
· Consequently, these organisational and personal values establish the norms for everyone to follow.
· Good practice organisations express these norms clearly for everyone to understand and, thus, they become expectations of everyone’s behaviour.
· At the same time, good practice means that this is a two-way, interactive process, which is based on (i) what the organisation expects of its employees;  and (ii) what the employees can expect of their organisation.
· What this list of expectations in Salford should be needs to be widely discussed and to facilitate that discussion, examples are shown below:-
· What the City Council expects of our employees
(a)
Values
· Commitment to quality services delivered via customer-focus and involvement.

· Commitment to partnership working with other organisations.

· Personal integrity and accountability for meeting responsibilities not just discharging duties.

· Pride in the city and its people.

· A prejudice-free work environment.

· Innovation and imagination

· Corporate working across directorates.

· Commitment to teamworking and supporting colleagues.

(b)
Skills and competencies
· Partnership skills
· Teamworking skills

· Performance management skills

· Project management for appropriate staff

· Flexibility/Adaptability

· Ability to manage change

· What our employees can expect from the City Council
(a)
Values

· All those values set out above, which we expect of our employees.

· To be enabled and empowered to exercise discretion on behalf of customers.

· To be valued rewarded and recognised for the contribution you make.

· A commitment to “Invest in People” and develop our workforce on a mutually agreed basis.

· A commitment to be an organisation, which is, open, accountable and willing to learn from our collective, shared experiences.

· To work in a safe and healthy, supportive working environment.

(b)
Skills and competencies
· Visible, professional leadership at all levels of the organisation.

· Willingness to encourage innovation and imagination.

· Listening skills and sensitivity to the needs of individuals.

· Good two-way communications expressed in a variety of appropriate methods preferred by staff.

· Investment in Information Technology to enable and empower employees to deliver quality services.

After our period of consultation, when we have determined our agreed checklist of values and expectations, and agreed the checklist of skills and competencies needed throughout the Council, these will all become the “non-negotiable” aspects of our HR Strategy.

3.2
Core Priorities
· The values and expectations, together with the examples of skills and competencies set out above, determine the core priorities of the HR Strategy – i.e. those means by which the values, expectations and skills will be delivered.  Examples for discussion are set out as follows:-

· People skills  

· Authority-wide understanding that the key to organisational success is to have the right people with the right skills in the right place delivering quality services to our communities.

· Leadership capacity is of key importance at every level of the organisation.

· Consequently, Improving Leadership and Managerial Capacity is a core priority.

· Diversity and Equality

· Work to identify, develop and implement the plans, which will ensure the Council’s workforce matches the profile of that of our community.  We will invest in appropriate methodologies and technologies that facilitate the move to open and flexible work structures and patterns that value the diversity of our staff and community.

· We are committed to promoting equal opportunities and valuing diversity in the way services are managed and delivered.

· Customer-focus 

- 
We exist to provide excellent services that meet the expressed needs of our customers and communities and enable us to deliver the best possible quality of life for the people of Salford: customer-focus must be at the heart of all we do.

- 
To do this, we must achieve and maintain a motivated workforce with the right skills, knowledge and attitudes to deliver such customer-focussed quality services.

· Culture change

- 
We must change the culture of our organisation in order to address the agenda for change.  To do this we must identify and meet the influences and challenges we face with the knowledge, skills and attitudes needed for success. 

-
Consequently we will promote a culture which is based on partnership and teamworking and which is receptive to change,  and is responsive to the key influences and challenges which we must meet.

· Image
If we are to achieve longer term sustainability, we need to be     

                                clear about the importance of:-

· Improving  the City’s image as a good employer

· This means we must be attractive to young people at the start of their careers.

· Communications 

As a people-centred employer we must maintain a corporate and directorate-based priority for:-

· Maintaining excellent communications with all our staff
· A commitment to regular staff surveys and action to help us move forward;

· Commitment to an excellent and open internal communications system that values inputs as much as outputs.

· Healthy and safe working environment

· All our employees are entitled to work in a safe and supportive working environment. 

· A learning organisation

· we want to create a climate in which the impetus for personal development and learning comes from each employee;

· we want to ensure we have reliable mechanisms in place for the education and training of all our staff developed in partnership with Unions, Colleges, the University, IDeA and that whatever training  given and experience gained is shared across the organisation to assist continuous improvement.

· Performance Improvement

· What we deliver to our customers has to be seen as the sole determining factor to the perceived level of service quality.  All our processes that contribute to service delivery need to mainstream the concept of continuous improvement.  
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4.
CURRENT POSITION STATEMENT – GAP ANALYSIS


We will need to establish a baseline as follows:

· An overview/reference to existing policies, practices and programmes needed to support the HR Strategy 

· A commentary/assessment of the extent to which these policies, practices and programmes do/do not meet the objectives of the strategy now and in 5 and 10 years time. 

· This assessment will be drawn from our consultation/wide discussion in order to inform a clear understanding of the agreed programmes needed to address the aims of the strategy i.e. gap analysis.
-  (see below for examples of key improvement programmes)
	
	Core Priorities
	Examples of Key Improvement
Programmes

	1


	PEOPLE SKILLS

Improving leadership and managerial capacity
	Management Development        

Sharing and Learning

Succession Planning

Partnership working

Enabling and empowering employees

	2
	DIVERSITY & EQUALITY

Promoting equal opportunities and valuing diversity in the way services are managed and delivered
	Workforce Strategy

Physical Access

Flexible working

Equality Standard

	3
	CUSTOMER FOCUS

Achieving and maintaining a motivated workforce with the right skills, knowledge and attitudes to deliver customer focussed quality services.
	Workforce planning

Reward & Recognition

Customer Care

Recruitment and Retention



	4
	CULTURE CHANGE

Promoting a culture at work, which is based on partnership and teamworking, receptive to change and is responsive to the key influences and challenges we face.
	Change Management

Corporate working

Partnership working

	5
	IMAGE

Improving the City’s image as a good employer.
	Corporate style and image

Marketing

	6
	COMMUNICATIONS

Maintaining excellent communications with our staff
	Consultation and Communication

Employee Relations



	7
	HEALTHY AND SAFE WORKING ENVIRONMENT

Maintaining a safe and supportive working environment.
	Consultation and Communication

Employee Relations

	8
	A LEARNING ORGANISATION

Creating a climate to create personal development and learning.


	Training and Development

Life Long Learning

Competence Framework

Induction

	9
	PERFORMANCE IMPROVEMENT

Mainstreaming the concept of continuous improvement


	Performance Management

Attendance Management

Appraisal


· This section will be closely linked with Section 5 – Action Planning.

Knowledge, skills and attitude deficits will be identified for now and future needs.  An emphasis will be placed on customer service skills and new technology.
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5.
ACTION PLANNING

This section will need to be very specific and include agreed action/improvement plans for each of the key improvement programmes i.e.

· A clear statement of the proposed action to be taken to deliver these programmes.

· Clear reference/use of the Performance Management data needed to enable monitoring and evaluation of the action plans to take place.

· Milestones, target dates, lead officers, staff responsible for delivery etc. will need to be clearly evident.

· Clear indications of any external support/resources made available to assist e.g. IDeA; Audit Commission staff.
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6.
CAPACITY TO DELIVER THE STRATEGY

It will be important to establish and agree that we have the necessary resources in place to deliver the strategy as follows:

Statement of reasonable resources required to deliver this plan, i.e.

· People

· Organisational arrangements – do we have the capacity, skills and processes to deliver both corporately and in Directorates

· Provision of support – internal/external (e.g. IDeA, Audit Commission, Unions etc.)

· Technology

· A broad statement of the vision for the delivery of the HR Strategy via an approach based on the development of an e-enabled employee portal.

· Budgets

· The requirement for revenue/capital support for the delivery of key programmes.
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7.
CONTINUOUS REVIEW


A statement of
· Proposed arrangements to ensure the HR Strategy is regularly reviewed and is integrated with service planning, performance management and revenue/capital budgetary cycles.  This has to be a living document that does not gather dust on a shelf.

ITEM No. 6, ctd...
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