








      Agenda Item6 REPORT OF THE LEADER OF THE COUNCIL, DEPUTY LEADER 

AND CHIEF EXECUTIVE 

STRATEGIC REVIEW OF GOVERNANCE

PROPOSALS TO REALIGN ORGANISATIONAL ARRANGEMENTS

1.
INTRODUCTION
1.1
Colleagues will be aware that successful local authorities are characterised by:-

· Clear vision

-  of their future aspirations.

· Strategic focus

-  on their political priorities.

· Alignment of policies;  programmes and resources

-  to deliver the political priorities.

· Good communications

-  with the local community and users as well as cascading the vision via  

   business plans to all employees.

· Effective performance management

-  regular monitoring and evaluation, both organisationally and individually, 

   to ensure continuous improvement.

1.2
Much has been done in Salford, particularly since our initial CPA assessment in December, 2002, to see that these characteristics are the basis of our approach to delivering quality customer-focussed services to the people of Salford.  In particular, we have in place:-

· The Cabinet Work Plan with themes based on

-  Continuous Service Improvement

 -  Increasing member and public participation  


      -  Improving the City’s image

-  Neighbourhood Management (for 2004/05)

· Realignment of our seven Pledges with the Community Plan themes.

· Work with the Audit Commission to cascade the pledges to our staff.

· Regular performance management by Scrutiny Committees and the Leader/Chief Executive’s Quarterly Performance Evaluation meetings.

· Ongoing Top Team Development for Cabinet/Directors with IDeA/ Nicholson McBride.

1.3
As a result of these developments much has been improved and we have increasingly been given recognition for our awards and achievements, including Beacon Council Status for our Benefits Service and Supporting People Initiative.

1.4
Of course, excellent local authorities are committed to a process of continuous improvement and so it is timely to take steps to consolidate the progress we have been making.  With this in mind, the Leader and Deputy Leader of the Council, together with the Chief Executive, have recently undertaken a strategic review of the Council’s arrangements for governance.  Based on this strategic review, it is clear that if we are to maintain our fitness-for-purpose, “form must follow function” and, consequently, this report provides details of our proposals to realign the Council’s organisational arrangements.  

1.5
Consultation Exercise
Colleagues are aware that the Cabinet have endorsed the proposals and previously agreed that they should be circulated for consultation to (i) all Members of the Council;  (ii) selected partners;  (iii) staff and trade unions.  

A summary of the views colleagues have submitted, with a considered response from the Leader of the Council, Deputy Leader and the Chief Executive is attached as Appendix 1.

Based on the comments received, it is clear that:

(a)
There is broad support for the proposals
Of those responses submitted, the majority of Members and Partners welcome the proposals as a coherent means of strengthening the Council’s overall strategic approach.


(b)
Partnership is central and a guiding principle
Partners have welcomed the opportunity to submit views and emphasise the importance of a partnership approach to all that we do.


(c) 
Alignment with Pledges
There has been an endorsement of the importance of aligning pledges with Cabinet portfolios and with Scrutiny Committee roles.  However, it has also been reiterated that it is not practicable, nor desirable, to suggest that Directorates can similarly be aligned:  as we have previously acknowledged, all Directorates contribute to each pledge.

(As a result of these comments, we have taken the opportunity in this report to clarify this point by showing Directorate responsibilities and Scrutiny Roles in two separate charts – Appendices 2(a) and 2(b)).


(d)
Cross-cutting themes and Council-wide issues

Further comment has been made about the continuing need for “joined-up” working across Directorates on key cross-cutting themes and Council-wide issues. This too has previously been acknowledged and, to reiterate, will be addressed by the proposed new ways of working via Cabinet Sub-Groups.

1.6
Following the consultation exercise, the original proposals have been amended and finalised as appropriate and a copy of the finalised proposals is shown as Appendix 2(a), which lists the services and functions within each proposed Directorate.  (Please note that these proposals do not show every function in each Directorate.)

1.7
Members are invited to consider these proposals based on the background issues set out below.

2.
BACKGROUND


Guiding Principles

2.1
In drawing up our outline proposals we have kept in mind a number of Guiding Principles, as follows:-

(i) Retain 10 Cabinet members


(ii) Focus on Cabinet Pledges and Priorities

(iii) Align Cabinet Members with direct service accountability and with each of the 7 pledges

(iv)
 Equality and diversity is integral to all that we do particularly our efforts  to build community cohesion and to meet the Equality Standard in our service delivery.

(v) Increase customer focus/avoid “silo” working:  cross directorate/ partnership working is a key requirement of future working arrangements.

(vi) The theme of partnership and the Council’s role to engage, support and where appropriate, lead our strategic and community partners is key to organisational success.

(vii) Create strategic capacity at Cabinet Member/Director level.

(viii) Directors to have strategic service responsibilities as the client for the procurement of services, whether they are delivered in-house, in partnership or by other providers.

(ix) In-house services to be delivered by Heads of Service.

(x) Achieve clear links with Scrutiny Chairs.


Options to consider

2.2
Clearly, in considering the realignment of our existing arrangements there are a number of options to consider and there is scope for different views and opinions as has been clearly demonstrated in our consultation exercise.  We have, however, been careful to take into account:-


   (i)
Impact of creating a “children’s” directorate



-  where does “adult services” and “community strategy/



   neighbourhood management” best fit?



-  where does leisure/culture best fit?  

(ii) Where does “Housing Services” best fit?

(iii) Both “planning” and “housing” will be essentially strategic/client side functions – should they be linked together?

(iv) Where does “community safety” best fit?

2.3
These are just an illustration of the many options we have considered.

The Council’s Pledges

2.4
Of course, we have not started from a blank canvas:  the Council’s 7 Pledges (“The Magnificent 7”) and sub-pledges represent our long term aspirations for the people of the City.  We have used them to determine changes to:-

· Cabinet portfolios

· Directorate Service responsibilities, and

· Scrutiny Committees

2.5
In considering the alignment of roles and responsibilities, we have also considered the requirements for support services to be provided and the options available.

2.6
A commentary on the proposals is provided below.

3.
PROPOSALS

3.1
As colleagues can see in Appendices 2(a) and 2(b), the proposals cover each of the factors mentioned and set out:-

· Cabinet porfolios

-  based on Lead Members

(i)   Council pledges

                    responsibilities for


(ii)  Directorate Services

· Roles of Strategic Directors

-  based on



(i)   Alignment with pledges







(ii)  Service responsibilities

· Roles of Scrutiny Committees

-  similarly, based on


(i)   Alignment with pledges







(ii)  Directorate Services

· Roles of Corporate Leadership

-  based on



(i)   Strategic priorities







(ii)  Key Cabinet work groups


Directorate alignment to Pledges


In drawing up these proposals it is generally accepted that it is not practicable to assume single pledges can be allocated specifically to any one of the proposed Directorates.  Consequently, it is important to acknowledge that all Directorates currently contribute to each pledge and clearly, this will continue to be the case.  However, we do intend to consider the Cabinet’s monitoring of progress in delivering each pledge via new Scrutiny Committee arrangements and the introduction of Cabinet Sub-Groups.  


Strategic Directors
3.2
These proposals introduce an organisation structure which is based on the roles and responsibilities of Strategic Directors complemented by the establishment of  Heads of Service.  This provides for a clear separation between strategic and operational roles in order to drive change/implement new thinking.  The role of such Strategic Directors will be to:-

· Implement the objectives set by the Cabinet via the Cabinet Work Plan.

· Ensure delivery of pledges in their service.

· Agree required work programmes with relevant Heads of Service

· Ensure alignment of Service Plans etc. to pledges/programmes.

· Ensure delivery of corporate priorities in each relevant service area, e.g. Cabinet Work Plan, HR Strategy, Corporate initiatives, etc.

· Develop policy/good practice in their services.

· Contribute to Corporate Strategic leadership.

· Chair their Directorate’s Strategic Management Group (SMG) comprising all Heads of Services, in order to:-

-  monitor/evaluate the strategic agenda/work programmes

-  assess the performance of each Head of Service


      -  be accountable to the Chief Executive;  Cabinet;  Lead Members and  

         Scrutiny Committees as appropriate.


Heads of Service
3.3
The role of Heads of Service will be to:-


-  take operational/line responsibility for the delivery of services in 

             Directorates.

4.
ISSUES TO CONSIDER

4.1
Clearly, there are a number of issues to consider when discussing a set of proposals such as this.  These are illustrated below:


(a)
Cross-cutting themes


The Council’s current list is as follows:-

· Communications

· Boundary Committee matters

· Crime and disorder

· Electoral matters

· Targets and pledges

· Property

· Tourism

· Community Strategy

· Asylum Seekers and Refugees

· Youth

Given the changes outlined in these proposals, it will be necessary to 

review the cross-cutting themes and how they are allocated to the new 

Cabinet Portfolios.  In particular, it is proposed that the crime and 

disorder theme should be linked with the pledge on reducing crime and 

the Cabinet portfolio holder should become the Council’s representative 

on the Greater Manchester Police Authority.  It is proposed to make this 

change in the next municipal year, 2005/06.

(b)
Regional Priorities
There is increasingly a regional perspective to both national government priorities, as well as AGMA authorities’ priorities.  At the moment this is not adequately resourced and the proposals in  Appendix 2(a) address this issue via arrangements under Policy Strategy & Research.

(c) Children’s Services
The proposals for Children’s Services address/anticipate the Government’s intentions and the issues involved as they currently exist.  However, it is accepted that the Government’s proposals for Childrens Services are still emerging and may well include some prescriptive provisions which could have a direct impact on our proposals.  Consequently, as the Government’s proposed legislation progresses, our proposals may need to be amended in the light of developments.

In particular, it will require some time before we can change the existing reporting arrangements within Directorates and fully develop an integrated service, which could take the next 12-18 months or so to achieve.  However, we expect that the new Lead Member roles can be effective immediately.  Clearly, this will be a challenging process and will have to be carefully managed to maintain effective service delivery.


(d)
Think Customer Initiative
Current Lead Member responsibility lies with the Deputy Leader of the Council and it is anticipated that this will continue to be the case for the next 12 months.  In any event, these proposals continue the commitment to roll-out our approach to customer-focussed services via:


-
ongoing development of Call-Centre facilities


-
ongoing development of Service Review Teams


-
implementation of LIFT Centre facilities/services


(e)
Shared Service Centre

These proposals recognise the potential to develop our internal customer focus via a shared service centre for operational support services covering, inter alia, accounts, administration, payroll,  

e-HR support i.e. personnel records, and processes;  employee portal etc.

(f)
New Ways of Working

Implicit in these proposals is the intention to strengthen the Council’s corporate capacity via new ways of working.  We envisage that this can be developed via Cabinet Sub-groups on key corporate issues. 

5.
CONCLUSION


Next Steps

5.1
Clearly, if these outline proposals are agreed by the Council, more work will be needed to implement them fully.  This will need to cover, for example:-

· Responsibilities of Executive Support Members

· Integration with Regulatory Panels

· Need to review/revise the Council’s Constitution, and scheme of delegation 

      to match the new roles and responsibilities.

· Revised senior management structure to support the new arrangements.

· Develop proposals for a shared service centre for support services.

· Individual training and team development needs for new roles and 

      responsibilities.

5.2
In order to be clear about how we intend to proceed with these proposals, a Timetable of Events is attached as Appendix 3.


Recommendations

5.3 Members are invited to agree the final proposals as shown in Appendices 2(a) and 2(b) and note that consequential amendments to the Council’s constitution will be submitted to Council as soon as practicable.

JM/DAL/JCW  

15th September , 2004

a:\Realign.Org
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