REPORT OF COUNCILLOR MAUREEN LEA, LEAD MEMBER FOR PERSONNEL AND COMMUNICATIONS, TO CABINET BRIEFING ON 11TH MARCH 2003

CHANGING THE IMAGE OF SALFORD -  ‘HOW DO WE MAKE IT HAPPEN’

1.
INTRODUCTION

1.1
Members are familiar with the work done recently on the question of changing the image of the city.  Specifically, Hemisphere Design & Marketing Consultants have carried out research amongst the Council and its partners on defining a new brand identity for Salford and have reported their findings to date.

1.2
This research has covered interviews with Council Members and Officers, as well as staff workshops.  In addition, similar work has been done with partners, stakeholders and other opinion formers.

1.3
This work has raised some fundamental issues to be resolved in order to maximise the potential for improvement of Salford’s image. The primary issue is to agree internally and with partners the ‘vision for the future of Salford’. Work on this issue is continuing within the Council and with the involvement of the Salford Partnership and will be the subject of a future report to Cabinet. 

1.4 
The second main issue that has been raised needs to be considered simultaneously. This is the question of how the image of Salford is to be practically implemented and managed in order to achieve the best possible result for the Council and its partners.

1.5
This report summarises the findings to date on the practical questions that will affect the image implementation, placing them in the context of the wider issues of marketing and communications for the Council that have been raised by previous reports. It makes recommendations as to the future role of where marketing and communications should be placed within the authority and seeks support for the practical changes needed to take this issue forward.

2.
PRACTICAL QUESTIONS

2.1
A number of significant practical issues have been raised consistently throughout the identity research process. 

These include:-

· Consistency of Image

· who will administer and regulate any new brand identity?

· ‘Initiative-itis’

· how do we curtail the lack of joined-up tactics between different Directorates and with external partners?

· ‘Silo mentality’

· what is driving the change culture to remove elements of a silo mentality within the Council and what is the timetable for any change?

· Communications and brand strategy

· who will be responsible for the development and implementation of the strategy;  and whose resources will be required?

These issues should be looked at in the wider context of the various partnerships and initiatives that exist across the city, not just within the Council itself. The feedback from the research is that resolution of these issues ultimately will dictate the success of the work on image and branding – i.e. just creating a new identity itself is likely to have little effect.  

3.
WHY THE CONNECTION BETWEEN IMAGE & IMPLEMENTATION?

3.1
Advice from our own consultants and from IDeA has recommended that we consider the city’s brand identity development as a fundamental part of any marketing and communications strategy – it is not a separate issue in its own right.  We are currently at risk of not considering the branding issue within this wider context - research undertaken to date has indicated that our current arrangements lead to obvious areas of overlap and confusion– for example in the areas of brand development and tourism strategy.

3.2
From everything that has been learned to date since the Peer Review in early 2002, it is clear that the ultimate view we take of the structure and positioning of marketing and communications within the Council will have a direct impact on the end result we can achieve for the image of the city.

3.3
With these points in mind, the work done so far by Hemisphere has proved to be particularly relevant because it has provided an external analysis of the options we have before us and has given specific impetus to the need to develop a strategic marketing overview.  

3.4
Consequently, the brand development process has created an opportunity for a step forward of major significance.  Hemisphere has demonstrated that the goodwill of partners and other stakeholders is in place and expectations are high that we will take the appropriate action:  together we can capitalise on this opportunity and reinforce the message that we really do mean business.

4.
KEY BARRIERS TO EFFECTIVE COMMUNICATIONS

4.1
To capitalise on the opportunity we have created to change the image of Salford, we have to overcome a number of key barriers that exist to creating an effective marketing and communications function for the Council. These key barriers are summarised in the IDeA’s Toolkit for Good Communications as follows:-

· Lack of commitment from the top

· we must demonstrate that Cabinet and Directors’ Team are all on board for this particularly important issue.

· Silo mentality

· this leads to diffuse and confused communication.  We must find ways to rise above the operational and achieve the strategic and corporate dimension.

· Lack of investment

· traditionally in local authorities, communication has been seen as a ‘non-essential’ function, leading to under-resourcing of the function. We must accept that in order to improve communications we will have to make it a strategic part of our expenditure.

· Lack of status

· not having enough staff of the right seniority makes it difficult for communications to play its rightful role in our work. We need to place marketing and communications at the heart of the organisation, investing in the right people to ensure benefits for all aspects of our operation.

· Lack of coherent strategy

· there needs to be ownership and commitment to the issue of effective communications at all levels so that the strategy is ‘lived’ by all staff.

· Traditionalism and bureaucracy 

· IDeA’s view suggests that this bedevils progress in this area:  in Salford we need to look forward rather than back and take a strategic view of what needs to be done to achieve future success.

5.
KEY INGREDIENTS OF EFFECTIVE COMMUNICATIONS

5.1
Conversely, IDeA’s Communications Toolkit has also identified the perceived key ingredients of effective communications.  These are as follows:-

· Communications needs to be led from the very top – both politically and managerially.

· Marketing and communications needs to be positioned as an integral part of all Council activities and initiatives.  It needs to be regarded as a forethought to all we do, not an afterthought.  

· A corporate communications strategy needs to be devised which is implemented across-the-board and then constantly evaluated and updated.

· We need to develop a strong and consistent brand image and engage key stakeholders in determining how we reach our key audiences.

· Internal communications need to be used to encourage all staff themselves to become good communicators.

· The media need to be seen as Partners not enemies.

6.
CREATING A NEW APPROACH

6.1
To achieve all of this will require the City Council to adopt a new approach to the issue of marketing and communications.

6.2
If we develop this approach corporately and can get it right, then everybody wins.  The significant aims that we can achieve by this new approach includes:

· Fundamentally improving the communications service and facilities available to both Elected Members and all Directorates.

· Ensuring that strategic marketing input occurs at the necessary planning stages of all key projects rather than as an afterthought.

· Giving Directorates direct access to strategic level marketing support which compliments departmental resources and efforts.

· Ensuring that improved communication and changes in the City’s image reflects back well on both Elected Members and staff.

· Increased support from our stakeholders i.e. our staff; our communities, partners, and Government agencies.

6.3
Bearing in mind that background to this issue and the feedback we have received, it is imperative that we move forward resolutely on this issue of a new approach to communications – the time has come to show to our Members, staff and partners that we are serious about the priority we will give to this new approach.

6.4
To do this, we need to take a key strategic decision in placing the marketing and communications function at the very heart of the organisation, acknowledging that marketing has a key part to play in every area of our operation. In doing so, we will be signifying the status that will be given to this new approach, a status it both warrants and needs in order to make real change to how Salford is perceived.

6.5
This revised positioning of the function within the authority will make it possible for the Council to invest in the talent necessary to deliver change.  To achieve this, it is proposed to create a new post of Director of Marketing and Communications on grade Local Band B i.e. £66,432 to £73,074 p.a. working directly to the Chief Executive and the Leader of the Council.

6.6
The purpose of this post would be, as previously mentioned, to place marketing and communications at the heart of the Council’s work. This would involve coordinating the function across the whole of the authority according to a number of agreed strategic aims. A draft set of strategic aims for the Marketing and Communications function of the Council have been debated and devised by the Communications Group and are attached to this report in Appendix 1 for information.

6.7
Once agreed, these strategic aims give a framework within which we can analyse the resources and structures required to deliver these aims and the full benefits of a new approach to marketing and communications.

6.8
The strategic aims shown in Appendix 1 fall into four main areas of operation, which give a structure for how logical groupings of working arrangements would flow. These main areas are as follows:

· Strategy and Partnership Marketing

· this area would include marketing and communications involvement in all strategic initiatives and partnerships, including coordinating image and branding issues between SLP members and any new initiatives such as Central Salford.

· Internal and External Communications

· this area would include media relations, the development of internal communications and the management and development of external communications vehicles (e.g. Salford People). It would also be responsible either directly or in an advisory capacity for ensuring involvement of the local community in any communications developments taking place. 

· Tourism and Events

· this area would include the management and development of tourism and tourism services in the City, including coordination of external tourism partnerships and relationships. The management and development of a strategic events programme for the city would also logically fall within this area.

· Marketing Services

· this area would play a key part in the implementation and monitoring of Salford’s brand identity and would also include the provision of centralised design and photographic service for all directorates. The management and development of the web site, along with coordination of web provision across key players in the city, would also potentially fit within this area. 

These main areas of operation encompass the logical strategic functions that are essential for us to show ‘joined-up thinking’ in marketing and communications.  

6.9
The next step is to marry this ‘top-down’ strategic view with the ‘bottom-up’ needs of the individual Directorates and the best practise recommendations from the IdeA ‘Connecting with Communities’ toolkit to ensure that we provide the best possible service for Salford’s residents. To achieve this, we suggest a next stage of consultation with key personnel to further analyse the structural requirements of this new approach, investigating a number of specific areas:

· the potential of ‘account manager’-based structures for handling service requirements of individual directorates. (These methods are currently in trial or in discussion in a number of existing departments)

· the relationship between marketing and communications and  customer services, particularly with regard to the web site

· the strategic and practical support required to facilitate improved and integrated communications within individual directorates

· the potential for working with partners to create ‘added value’ for the Council’s marketing and communication function

6.10
In working through this process we have the opportunity to start creating a new image for the city in deeds as well as words. By creating a structure and an approach for communications that is aimed at the future not based in the past, we are demonstrating in action that Salford is forward thinking and that we are confident in our future. This confidence and commitment to ‘doing it right’ will be a major step in improving our image to residents, staff, Members and partners.

7.
HOW DO WE MOVE FORWARD – THE NEXT STEPS

7.1
In order to make substantive progress with this work, we need to consider the following actions:

· Agree the status of the marketing and communications function.

· This report recommends that marketing and communications should be led by a new Director post, on grade Local Band B reporting directly to the Chief Executive.

· Agree to the development of a recruitment plan

· Based on the agreed status, we need to plan the recruitment of this senior post as quickly as possible.

· Agree the strategic aims of the new marketing and communications function. 

· These have been devised by the Council’s Communications Group and are listed in Appendix 1.

· Agree to a next stage of consultation on the structural requirements 

· This consultation will work from these agreed principles to further analyse and develop the detail of possible structures for the marketing and communications function. It will aim to incorporate an initial assessment of operational and resource requirements, specifically in relation to existing arrangements with Directorates.

7.2
This next stage of consultation will inform draft structural proposals which 

will be brought back to Cabinet and Directors’ Team for further consultation.

8.
CONCLUSION

8.1
Members views are requested.
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APPENDIX 1

Marketing & Communications Function at Salford City Council

Strategic Aims

· To position Salford Council as a strong, effective, forward-looking and modern local authority

· To take the lead role in positioning Salford as a place where people choose to live, work, study, visit and invest

· To improve awareness, interest and engagement with the local community through good external communication

· To improve awareness, interest and engagement with Council staff and members through good internal communication

Objectives

1) Agree a clear set of key corporate messages for the Council and develop a strategy to communicate them consistently (62, 23, 89)

· Ensure consistency of the Council’s message across all Directorates

· Identify, develop and coordinate corporate marketing and sponsorship opportunities, including development of Council-wide marketing materials

2) Implement, develop and protect the Council’s brand identity (89, 27, 35)

3) Promote corporate working and develop systems to discourage ‘silo mentality’ (62, 93, 41)

· Create proactive communication strategies for all directorates

· Ensure all directorates have access to structured marketing support

· Develop and maintain a centralised design service for all directorates

· Ensure all communications are produced in a professional manner

· Ensure effective use of departmental communications resources 

4) Help develop and promote the policies of the Council, positioning communications at the heart of the Council’s activities (41)

5) Develop and maintain good relationships with the media (91)

· Develop a proactive corporate media strategy

· Coordinate media evaluation services across the Council

· Improve press office support and service for journalists

6) Take a lead role in the promotion of Salford as a city and destination, working with local, regional and national agencies to deliver the best possible profile for the city. (89,27,35)

· Develop and maintain a coordinated Salford image bank

· Develop a proactive tourism & events strategy

7) Provide and coordinate strategic marketing input into all Council and partnership initiatives (23, 35)

8) Promote a ‘pride of place’ about the City within the local community, and with staff and members (35)

9) Help develop an interactive relationship between the Council and its customers (85, 93, 63, 92, 102, 103, 84)

· Ensure integration and coordination between the communications and customer service strategies, providing marketing input and support where necessary

· To promote, advise and communicate best practise in community consultation

10) Promote and develop the effective use of the corporate web site and the corporate intranet (92, 84)

11) Develop mechanisms to improve two-way communication with staff and members (23, 24, 30, 41, 114, 115)

· Engender a sense of corporate pride amongst staff and members

· Create mechanisms for identifying and communicating successes
· Encourage and enable all staff to act as good communicators 

