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ITEM CA9

CABINET 15 NOVEMBER 2005

TAKING FORWARD THE CHANGE AGENDA

Report by the Chief Executive

Introduction


1. On 22 July 2005 Cabinet endorsed a report from the Leader of the Council outlining the new administration’s vision and manifesto pledges. This report outlines some practical steps to enable us to develop the necessary Council policy to support these objectives, to embed them into our service-planning framework and to foster the appropriate culture to deliver them. 

The Vision for Oxfordshire as a County

2. The Leader’s report indicated that the administration’s longer-term vision for the County would focus on the following elements:

· Preserving the historic sites of the City of Oxford and the county’s market towns and villages

· Protecting Oxfordshire’s countryside, green belt and farming industry

· Ensuring that the City and towns are welcoming and friendly to all

· Providing a real choice of transport

· Ensuring that the local economy can thrive

· Encouraging shoppers and visitors to explore Oxfordshire’s unique heritage and to visit its shops, restaurants, theatres and other attractions with easy access

· Ensuring that streets are attractive, the air is clean and that people feel secure

· Ensuring sufficient affordable housing for Oxfordshire’s residents

3. This paints a very clear top-level picture of the type of environment that Members wish to create.  The substance of this is contained in a range of specific commitments which have a direct impact on the lives of the people of Oxfordshire and the detail of our own services.  In the area of support for individuals, for example, this includes raising educational attainment in our schools, the provision of facilities both for the young and for older people, and, a number of commitments in relation to transport.   Whilst the achievement of these is clearly not all within our direct control as a County Council, it is important that the Council paints a comprehensive picture of the future in order that we can carry out our community leadership role effectively.

4. Some elements of this thinking are already incorporated into the Council’s existing plans and strategies. The remainder need to be fully integrated in a short document which can be used as part of an effective internal and external communications programme. 

5. Over the last year the County Council has been leading a project on behalf of the Oxfordshire Community Partnership to produce a longer-term vision for Oxfordshire. This commenced with the Understanding Oxfordshire project last year and was due to move onto a second phase – Oxfordshire 20:20 – this year. The intention of the second phase was to take the evidence base from Understanding Oxfordshire and to develop this into a direction of travel for the County for the next 15 years that could act as a successor to the existing Oxfordshire Community Strategy. 

6. However, more recently the government has indicated that the new Local Area Agreements should provide the framework for Community Strategies. Cabinet agreed the outline of our LAA in September and work is now in hand to develop the detailed content with local partners, which will be negotiated with government over the next few months. Although the County Council is leading this work and will be the accountable body for any expenditure, this is a partnership agreement that will need to be ratified by all agencies.  

7. As such, the work planned for Oxfordshire 20:20 could now be developed as a County Council, rather than partnership, vision recognising that whilst the LAA will set out our agreed collective priorities with local partners, there are some areas where there are differing views and it is important that we have a way in which we can set out what the Council itself wants to achieve over the coming years.

8. The Council’s current vision statement is “To improve the quality of life in Oxfordshire”. However, this does not really paint a very full picture of the thinking detailed above. 

9. As an alternative, the Council could adopt the new vision statement which we have recently developed with local partners for the Oxfordshire Community Partnership which is “We want Oxfordshire to be a thriving County which adapts to a changing world but remains a special place to work, live and visit”.

10. This is a more active statement than our current one and would have the advantage of enabling us to create a “golden thread” between our joint aspirations with local partners (as evidenced in our local area agreement), through to our own thinking as detailed currently in Council plans and strategies and in future in Oxfordshire 20:20. 

11. It is important that we can demonstrate such a “golden thread” or connection through our plans so that all staff can see how the Council’s overall vision and objectives connect down to their individual targets.

The Cabinet is recommended to adopt the following as a vision statement “We want Oxfordshire to be a thriving County which adapts to a changing world but remains a special place to work, live and visit” and to develop what this means for the County Council as a document entitled Oxfordshire 20:20

The Council’s Strategic aims as an organisation

12. The Council’s current objectives are:

· Helping people fulfil their potential

· Protecting our environment

· Safeguarding our communities

· Sustaining prosperity

· Raising our performance 

13. However, these are not expressed in a way that fully reflects the new administration’s strategic aims for the County Council of “low taxes, real choice and value for money”.  In order to ensure a coherent thread through our service planning, the Council should formally adopt the new objectives as a replacement for the current ones.

14. The medium term financial plan provides our mechanism for achieving low taxes and Cabinet have already agreed a revision to this to incorporate revised levels of Council tax increase over the next three years.

15. Subject to the agreement of Cabinet, it is proposed that the theme of “real choice” should be developed as part of the service planning process this year, with staff encouraged to consider service aspirations from the perspective of choice. This represents a different way of approaching service aims, which is much more directly related to personal experiences of services, whether in relation to individual choice (e.g. self assessments in social care), or to choice based on what is most appropriate for a particular locality (for example, cycle routes as opposed to other highway improvements in certain areas or increased community fire safety activities to reduce risk rather than further promotion of emergency interventions).

16.  Whilst this is initially challenging, it is much more customer focused. For example, this could mean considering improving examination results from the perspective of improving life choices for individuals through the increased opportunities available from a better education. At the same time the collective raising of attainment levels County-wide represents better value for money from taxpayers’ investment in schools and education services.

17. The Council already has a number of plans in place to achieve better value for money (for example, the efficiency savings programme, SAP revitalisation, shared services etc). These are being brought together as part of next year’s corporate planning process.

The Cabinet is recommended to adopt “low taxes, real choice and value for money” as the Council’s objectives in place of the existing 5 objectives and to incorporate these into service plans covering five broad areas:

· Children, Young People and Families
· Community Safety
· Environment and Economy
· Social and Community Services
· Organisational Improvement

Values

18. The Council’s existing values are:

· Serving the people and communities of Oxfordshire

· Honesty and integrity

· Teamwork and co-operation

· Valuing our staff

19. These are sound values and were developed with extensive involvement from staff across the organisation. However, they do not fully reflect the additional aims of the administration in relation to a strong customer focus, accountability and a joined up,  “can-do” philosophy. 

20. CCMT and the Cabinet have therefore carried out some work to refresh the existing values in a way that retains the original ethos but updates the wording to reflect the new ambitions, and makes the headlines simpler. The proposed changes are as follows:

· Customer focus (incorporating serving the people and communities of Oxfordshire)

· Honesty (incorporating honesty and integrity)
· One team (incorporating team work and co-operation, valuing our staff)
·  Involvement (covering joined up working internally and externally)
· Can-do (self explanatory but also focusing on accountability)
· Efficient and effective (self explanatory)
21. This also produces a helpful acronym of “CHOICE”, which reinforces the strategic objective outlined above. 

22. Given the previous strong involvement from staff in developing the original wording it will be important in cascading this through the organisation that staff are involved in helping us to develop the local context for the new values proposed so that they can relate to them at all levels. 

The Cabinet is recommended to adopt revised values in line with the CHOICE acronym of Customer focus; Honesty; One team; Involvement; Can do; Efficient and effective

The major change programmes and how they fit together

23. In order that the County Council can meet the challenges created by the need for change, a major change programme is needed which draws together the specific change projects which will best deliver our aims and aspirations.  A successful change programme has to be selective in the projects it undertakes.  The sort of changes we require, for example in the County Council’s culture, are long-term in nature and must take into account current levels of capacity for change within the organisation and any capacity we can build.  

24. The chart below gives a visual image of the change programme and how the individual projects fit together in relation to the revised strategic objectives.  The projects can be grouped under four generic headings: customer focus, business process re-engineering, structural change, and, organisational development.
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25. The County Council is committed to these change projects.  They reflect the major areas in which we need to be successful.  All of them meet the criteria of high importance and high risks (defined in relation to cost and impact).  

26. Some of the projects are change projects that have been generated by the County Council itself (projects (a-h), (j-l),).  Project (i) is a change project that has been imposed on the County Council but which we are determined to apply in a way that improves service delivery.  Item (h) is also a project that fully accords with the Council’s emphasis on customer service, efficiency and improving our roads.  Project (m) covers a range of activity related to partnership working.

27. If we are going to ensure that we focus our resources on a limited number of projects then we must be disciplined in restricting any new projects that might impact on our ability to deliver our agreed priorities.  Successful change programmes are defined as much by what they decide not to do as by the projects they undertake. This is a very major change programme for any organization and represents the extent of our capacity to manage change successfully at the level of the County Council as a whole.

28. Work has been done on assessing what are high risk projects as part of the work on developing the draft corporate project management guidance and has been used to determine which projects to include 

29. Other projects will still take place within the County Council outside of the change programme provided they contribute to the Council’s objectives,  but will be monitored at Directorate level as a their impact does not meet the criteria for consideration as part of the corporate change programme. For example, Transport, Property and ICT all have significant projects currently underway which should continue, providing that they have sufficient resources available.  

The Cabinet is recommended to endorse the major projects included in the overall Change Programme

Developing the Council’s culture to achieve these aims

30. The Leader has already identified areas of the Council’s culture where the administration wish to see more emphasis given, notably in relation to increased customer focus and creating more of a “can-do”, accountable environment. 

Customer service

31. It is proposed that the existing customer service strategy should be developed with an investigation of the potential for the Council to achieve Charter Mark accreditation on a corporate basis. This has not been available on an organisation-wide basis until very recently, and we would be one of the first counties to work towards this.

32. As with corporate accreditation for Investors in People  (which we obtained earlier this year), it is likely that the process will take several years, as we would be required to demonstrate a track record against the new requirements. The advantage of the Charter Mark process is that this is a well known and highly regarded standard that applies across all sectors, and implementation across the Council would ensure consistency of standards.

33. As part of this process, we will need to assess which elements of Oxfordshire Wide Information System are required on a priority basis to support our bid for a Charter Mark and the extent to which they can be phased and costed within the Council’s budgetary programme.

Culture change

34. There are a number of complex elements involved in developing a consistent culture across the Council that drives efficiency, choice and accountability.  We already have some elements in place (such as the joint programme with the Said Business School on Business Process Re-engineering) to provide staff with the tools to help them achieve this.  In addition, a new management competency framework has been produced which reflects the cultural qualities and behaviours we expect to see in our managers and staff.

35. Other areas such as a new leadership programme are currently in development and we are working with the Local Government Leadership Centre on this.

36. However, there is a need to draw all these elements together so that we can identify any gaps and ensure that members of staff understand the connections between the different projects. Crucial to this will also be the identification of key success measures so that we can assess our progress. 

The Cabinet is recommended to 

· investigate the potential for the Council to apply for Corporate accreditation for Chartermark and
· receive a further report outlining a new Organisational Development programme

Monitoring progress; a Balanced Scorecard for the Council

37. As Members are aware, we are required to report progress to government on a wide range of targets, against a plethora of different performance management frameworks, all of which have very detailed guidance and inspection regimes for their implementation. 

38. However, this does not make it easy for us to pull out the Council’s own priorities in a simple, coherent way, nor to monitor progress against the key priorities through one framework.

39. The Balanced Scorecard methodology does, however, provide a simple method that is widely used elsewhere (and indeed is already used by the fire and rescue service) to monitor progress against key targets set in four areas:

•   Customers
•   People (i.e. staff)
•   Finance 
•   Process

40. It is therefore proposed that a corporate scorecard should be developed for the Council and that the Balanced Scorecard methodology should be cascaded through the Council to ensure that there is alignment at all levels in the organisation with the top level priorities.

41. Subject to the agreement of Cabinet, a further report will be brought back to members outlining the proposed indicators to be included.

The Cabinet is recommended to introduce the Balanced Scorecard as the overarching performance management framework for the Council and to receive a further report outlining the specific indicators to be included

Bringing it all together; the “Bookcase” approach to service planning 

42. Our current service-planning framework uses the Oxfordshire Plan as the overarching corporate plan. Beneath the Oxfordshire Plan each service area produces an annual service plan which is cross referenced to our current objectives. 

43. Alongside this we also have a large number of statutory plans such as the Local Transport Plan, a host of local strategies such as the customer service strategy, and a range of partnership documents such as the Community Strategy.

44. In order to clarify the relationships between the different plans it is proposed to adopt the “Bookcase” approach. This creates a hierarchy of plans based on the concept of a bookcase; on the top shelf sit the overarching strategic plans, on the next shelf the statutory plans, below this local plans and strategies and then individual service plans.

45. This will help staff to make sense of the complexity. We will also be able to create a virtual bookcase on the Council’s intranet and website so that staff and residents can literally “pick a book (plan) off the shelf” through a hyperlink which will take them to the full document.

The Cabinet is recommended to adopt the “Bookcase” approach to create a hierarchy of current plans

A Corporate Plan and Annual Report for the Council

46. The format of the Oxfordshire Plan has in the past been constrained by government guidance that required us to format this as a Best Value Performance Plan. However, our success in achieving a “Good” rating in the recent Comprehensive Performance Assessment frees us from this requirement and enables an alternative approach to be taken.

47. It is proposed that the Oxfordshire Plan should in future be split into two parts, a medium term Corporate Plan 2006-2010 which would be available at the start of the year outlining our priorities and an annual report which would be produced in the summer, setting out the Council’s achievements over the last year and incorporating the Council’s annual accounts, in line with normal commercial practice. From 2007/08 our intention is to make the medium term corporate plan a fully integrated service and financial plan incorporating the budget. Work has already started to develop this approach and will be reflected in the 2006/07 service plans.

48. This approach would allow a more comprehensive focus on the Council’s ambitions and activities including our performance against the measures determined by the Council as most important through our balanced scorecard, as opposed to merely reporting on government requirements, although details of these would need to remain available on our website.

The Cabinet is recommended to replace the Oxfordshire Plan with a medium term Corporate Plan and an Annual Report incorporating the Council’s accounts

The Change Management Board

49. In order to co-ordinate the major change projects, CCMT and the Cabinet have established under the chairmanship of the portfolio holder for Change Management a high level Change Management Board, including the management team, the Deputy Leader and the portfolio holder for Finance.

50. The role of the Change Management Board is to design and drive the overall programme at a strategic level, ensuring cohesiveness between the different elements of the programme, and managing any risks.  

51. The Board will be responsible for championing change in the authority and making sure that there are appropriate links from the different elements of the programme back to the Council’s corporate plan. In this way we can keep a clear focus on the desired outcomes from change programmes

52. The specific terms of reference of the Board are to:

a) Agree which are the key change projects/programmes and ensure that they have sufficient resources and that resources continue to be focused on them;

b) Ensure that the key change projects/programmes are on track achieving key milestones and deliverables and that significant risks are being addressed;

c) Ensure that there is a comprehensive communication strategy covering all the key change projects/programmes which ensures that all stakeholders are engaged;

d) Resolve issues and risks that can not be dealt with by the Project/Programme Boards for the key change projects;

e) Where there are conflicting demands on resources, agree how those resources should be used;

f) Manage the balance of risks and benefits across the organization, so that the level of risks in one part of the organisation does not outweigh the level of benefits gained in another part.

53. The OCC and Employees Joint Consultative Committee have recently made representations  "to advise the Cabinet that the Committee had discussed the coordination of change management within the Authority and whether a personnel sub-group should be set up to oversee it and had agreed to ask the Cabinet to review the coordination of change management and how it was overseen". 

54. The establishment of the Change Management Board as described above tackles the issue of co-ordination of change programmes and is seen as the appropriate vehicle to oversee and drive forward the change management programme.

The Cabinet is recommended to confirm the Change Management Board as the appropriate vehicle to oversee the co-ordination of change management within the authority

Supporting the change programme

Project management

55. As a result of the creation of the Change Management Board, we will be reviewing the way internally we manage the specific change projects.  In the past, this has been done through inter-directorate steering groups or project boards.  Whilst still maintaining co-operation across directorates new project boards can now be focused on and held accountable for project delivery.

People support

56. In order to support the Change Management Board and change programme some specific staff support will be needed. This fits with recommendations made earlier this year in the SAP Gateway review carried out by the 4Ps which recommended,  “a Programme Management Office be established across the Authority to coordinate the portfolio of change programmes and projects (including SAP revitalisation)”. 

57. It is proposed that we establish a post of Corporate Change Manager within the Chief Executive’s office, which will support the Change Management Board, supported by a small group of staff drawn from existing teams. This can largely be financed from existing resources although a small bid will be needed to the Modernisation fund to support this. 

58. As the achievement of the customer service strategy is fundamental to the change programme, it is also proposed that the Customer Services team should report to the Corporate Change Manager. 

The Cabinet is recommended to establish the post of Corporate Change Manager with responsibility for the Customer Service Development team

The external environment

59. In addition to the change programme we wish to drive forward internally, there are a substantial number of major changes currently going on in our external environment that have implications for achieving the administration’s vision for the County and the new strategic aims as recommended above (i.e. “low taxes, real choice and value for money”).

60. At County level proposals are to be taken forward to create one Countywide Primary Care Trust, the management of which is to be tendered externally. This has potentially significant implications for service delivery across health and social care including the extension of choice and the realisation of efficiency savings.

61. Alongside this at regional level three further changes are planned for other major public sector bodies as the Department of Health are proposing new boundaries for Strategic Health Authorities and Ambulance Trusts, and the Home Secretary is carrying out a review of Police forces to create fewer, more strategic forces.

62. All of these proposals are likely to have an impact on arrangements in the Thames Valley although we will not know the final outcome of the reviews for some months. Nevertheless there are strategic opportunities and threats here in relation to the extent of Oxfordshire County Council’s future leadership, scrutiny and service commissioning/delivery roles in these areas.

63. Looking to the longer term, as the South East Plan works its way through the planning process over the next year or so the strategic context for growth and infrastructure development in Oxfordshire for the next 20 years will be finalised. 

64. The Government have also indicated that they will be bringing forward a Green paper on Local Government although it is unclear as to whether this will be presented before or after the Lyons review has reported next year.

65. These developments, together with the establishment of the new Public Services Board and Local Area Agreement have increased the profile of our work on external relations, strategic planning and partnership activity. Through strong leadership and effective engagement these partnerships provide an opportunity to draw a range of agencies into the delivery the Administration’s vision for the County. As such, the workload has substantially increased in relation joint work with our District Council colleagues, regional bodies and local partners. 

66. Our ability to shape to this agenda effectively and to make the most of the opportunities presented is limited as the small group of staff working in this area are currently split between the Chief Executive’s office and the Directorate of Environment and Economy. This is becoming increasingly problematic.

67. Given the very substantial implications for the Council of this area of activity, it is proposed to strengthen our ability to respond to external changes by bringing the relevant staff back together in the Chief Executive’s office, under the management of a new Head of External Relations. This can be achieved within existing resources.

The Cabinet is recommended to establish the post of Head of External Relations in the Chief Executive’s office with responsibility for staff dealing with partnership activity

Conclusion

68. The Cabinet has identified a substantial and challenging programme of change across the Council allied to which we face considerable changes in our external operating environment. In order for us to respond to this effectively it is essential this is managed on a coherent basis and that we ensure that our existing service planning framework is revised to ensure consistency with the new aims.

RECOMMENDATIONS

69. The Cabinet is RECOMMENDED to:

(a) amend the current vision statement to read “We want Oxfordshire to be a thriving County which adapts to a changing world but remains a special place to work, live and visit”;

(b) develop this vision statement into a document entitled “Oxfordshire 20:20”;

(c) adopt “low taxes, real choice and value for money” as the Council’s objectives in place of the existing 5 objectives;

(d) reflect these objectives in service plans for 2006/07 covering the five broad areas of Children, Young People and Families, Community Safety, Environment & Economy, Social and Community Services & Organisational Improvement;

(e) adopt revised values in line with the CHOICE acronym of Customer focus; Honesty; One team; Involvement; Can do; Effective and efficient;   

(f) endorse the major projects included in the overall Change Programme;

(g) investigate the potential for the Council to apply for Corporate accreditation for Chartermark;

(h) receive a further report outlining a new Organisational Development programme;

(i) introduce the Balanced Scorecard as the overarching performance management framework for the Council and to receive a further report outlining the proposed measures to be included;

(j) adopt the “Bookcase” approach outlined in the report to create a hierarchy of current plans;

(k) replace the Oxfordshire Plan with a medium term Corporate Plan and an Annual Report incorporating the Council’s accounts;

(l) confirm the Change Management Board as the appropriate vehicle to oversee the co-ordination of change management within the authority;

(m) establish the post of Corporate Change Manager with responsibility for the Customer Service Development team;

(n) establish the post of Head of External Relations in the Chief Executive’s Office with responsibility for staff dealing with partnership activity.

JOANNA SIMONS

Chief Executive
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