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REALIGNMENT OF DIRECTORATES

Report by the Chief Executive

on behalf of the County Council Management Team 
Introduction

1. This report presents proposals to enable the implementation of the Cabinet’s decision of 7 June to re-designate the Directors for Learning & Culture and Social & Health Care as Director of Children’s Services and Adult Social Services respectively, to be effective when the necessary organisational changes are introduced.  It is proposed that we make the operational (service line management) changes by 1 January 2006, or sooner if the needs of the services dictate, and for the new directorates
 to become fully functional (including business support services and those accommodation changes we can make) in April 2006.  A discussion paper setting out the proposed alignment of services in the new directorates was circulated widely, to councillors, staff and partners, in July and this report draws upon the responses made.  The responses, including those from other public bodies and voluntary sector partners, were nearly all supportive of the proposals, although some specific concerns or issues were raised.  A list of respondents and a summary of their responses is included at Annex 1.  

2. The Children Act 2004 and the recently published guidance on implementing the Act, the Green Paper on Adult Services, Independence and Well Being (2005), and the Education Act (2005) underpin these proposals.  They take account of the County Council’s need to be well placed, by April 2006, to respond to the deadline for the Children & Young People’s Plan to become the statutory plan for all the Children & Young People’s services and partner agencies.  In many respects we feel that we  are in a strong position to respond to these new statutory functions.  Revised funding for schools and centrally-retained schools’ functions, including changes to Standards Fund allocations, will come into force in April 2006.  In September 2006, the New Relationship with Schools will become operational (Education Act 2005), including higher levels of trading/commissioning across services that interact with schools.  The first Joint Area Review of Children’s Services in Oxfordshire (including the Council’s next Corporate Assessment) is scheduled to take place during the September 2006 – April 2007 window, although this may be re-scheduled for 2008.  We also want to be able to take advantage of the rapidly moving developments in the health economy. We believe the County Council has an important role to play in promoting the well-being of residents and in supporting vulnerable people. It needs to link strongly to the new Public Health agenda as set out in the White Paper Choosing Health (2004). The new directorate, Social & Community Services ( the proposed description for the new Adult Services directorate) will help us make the most of the opportunities to do so.

3. We wish to take the initiative in Oxfordshire to build upon the many strengths that exist in our current Council-wide moves towards integrating service functions with a strong focus on customer service and improving the outcomes for children, young people and adults. In addition, many positive partnerships have been established with our statutory partner agencies (including Health, the Police, the local Learning and Skills Council, Connexions and District Councils) and with the voluntary sector.

4. These are services that will be used at some time by virtually everyone in Oxfordshire.  We wish to grasp the opportunities that the new configuration of services and the changing demands upon local government offer, including a stronger focus on our role in community leadership.  

5. It is important to recognise that the new directorates will not be a collection of redistributed services but will face important challenges to change function and operation, in conjunction with our partner agencies, to improve the outcomes for the residents of Oxfordshire.  For Children, Young People & Families (the proposed description for the new Children’s Services directorate)
,  the change is significant – the new statutory duty on partner organisations, changed funding and relationships with schools, increasing expectations around childcare and family support all lead to the need to operate differently.  For Social & Community Services, there is a similar challenge to play a greater leadership role in further shifting resources towards a coherent range of preventative and early intervention strategies.  We do not underestimate the task, particularly in supporting the remodelling of our work force at every level of management and service provision, that these changes represent.

6. This report proposes the means by which the vital changes in line management will be achieved.  In both directorates there will be a period of resettlement as these arrangements come into play, as managers and their teams engage with the construction of the important statements of purpose, vision and service that will characterise the new directorates.  The cultural changes and workforce reform issues that will face staff in the realigned services should not be underestimated and, both nationally and locally, considerable attention has been given to the implications of the changes sought in the working practices of the services, particularly but not exclusively, in Children, Young People and Families.  These are medium term objectives but are also the ones that will lead to the real improvements in the services received in Oxfordshire that the realignment proposals are designed to achieve.  Involving all employees, partners and stakeholders in the processes is central to achieving successful outcomes.

Commissioning and Providing Services for Oxfordshire

7. These proposals will enable the County Council to be positioned well for the future.  They encompass the findings of the extensive Best Value Review of Services to Vulnerable Children (conducted jointly with the Oxfordshire Primary Care Trusts) and the establishment of a strategic commissioning board to meet the requirements to form a Children’s Trust with our statutory and voluntary partners.  A separate report has been prepared, dealing with these two important local initiatives in detail.  The proposals take account of the recently published Green Papers on Adult Services, Independence and Well-Being and on Youth Matters.  They also take into account the suite of guidance papers and Bills that have been published by the DfES to implement the National Service Framework for Children, Young People and Maternity services and the associated inspection arrangements.

8. In establishing the new directorates, it will be vitally important to ensure that we do not create divisions or barriers between our services to children and those for adults.  We need to co-ordinate our work with families, in communities, and within local areas, to ensure that all statutory and voluntary agencies work to a coherent pattern of seamless provision across, and beyond, the County Council.  Annex 2 shows how services are currently configured in the County Council.

Social & Community Services

9. This is an opportunity to refocus a broad range of services to the community that we offer, or have the lead responsibility for securing, together with our partners.  It is important not to see the new Directorate for Social & Community Services as being a repository of all those functions which do not fit easily any where else. Nor is it simply a better way of responding to the challenge of the adult social care Green Paper.

10. The vision for Social & Community Services is of services responding to community needs in a co-ordinated and customer focussed way. It is seeking to ensure the well-being of individuals and to give them opportunities to play a full and active role. This means being part of services, which offer information on a wide range of subjects and issues. It means offering the opportunity for individuals to develop new skills to equip them better for work, cultural interests and leisure skills as well as the chance to improve existing ones. It means offering people real choices in their lives. 

11. This will not be something we can achieve alone. There will need to be good links with other agencies and organisations. Some of the services, such as libraries, adult learning and museums, will be used by children and young people. We will need to keep our links with colleagues and services in the new Children, Young People & Families Directorate. Improving health and developing social care services requires work with health partners and voluntary organisations.  Improving skills requires close collaboration with the local and regional Learning and Skills Councils.  Reducing the fear of crime will involve close working with District Councils and the Police.  But the Social & Community Services Directorate does give the Council an opportunity to respond more effectively than previously to the well-being agenda.

12. The title of the new Directorate has been a source of some comment. It is important to accurately describe what it does in as succinct a way as possible. The title has to be meaningful to members of the public and refer to the broad range of activities. In the end the title Social & Community Services is the one preferred. It reflects both the large social care activity that will still be a feature as well as the wide range of community services encompassing libraries, the arts, heritage services, museums, music services and adult learning. Community Services also reflects the on-going important relationship the Directorate has with the health system, which whilst not mentioned by name in the proposed title, will remain an important partner in commissioning and service delivery.

Proposed Structure of the Social & Community Services Directorate

13. To support the director, four service areas are envisaged:

Partnerships and Planning – including service plans, strategic commissioning, health partnerships including commissioning for learning disability, procurement and service contracts (specifying, tendering, monitoring), equality, community development

Adult Social Care - assessment and long term support teams, care purchasing (home based and care home), home support, occupational therapy, intermediate care, support workers and sensory impairment. Client side for mental health (undertaken by NHS)

Cultural and Adult Learning Services - including libraries, heritage services and museums, music services and the arts and adult learning
Business Management-- finance including management and financial accountancy, human resources, client side for ICT, property, performance monitoring, risk management

14. Responses to the discussion paper have highlighted some concerns that adult learning is linked closely to local strategies for supporting vulnerable and needy families and to strategies to raise attainment in hard-to-reach groups in the 16+ age range.  Some of the respondents suggest that adult learning should be located within the Children, Young People & Families Directorate.  We are in strong agreement with the need for all Council services to liaise effectively in the interests of the communities we serve.  However, the links between socially excluded adults and the service will be further strengthened  within this configuration of services. The links with other services supported by the County Council will be maintained so that the work with vulnerable families and hard to reach groups in the 16+ age range will continue. 

15. The service itself is undergoing considerable change as a result of restructuring and in the light of major changes in LSC funding.  It is recognised this will pose considerable challenges to staff and managers. It is proposed to bring the Adult Learning Service under the responsibility of the Head of Cultural and Adult Learning Services. This is a model that a number of other councils have adopted and fits well with our current arrangements.

Children, Young People & Families

16. The new directorate will have the lead responsibility for planning and commissioning services for children and young people in Oxfordshire.  The purpose of the directorate will be to improve the outcomes for children and young people against the five outcomes set out in the Children Act 2004.  They are:

· Be healthy

· Stay safe

· Enjoy and achieve

· Make a positive contribution 

· Achieve economic well-being

17. The directorate will secure a strategic planning and delivery framework in conjunction with our partners and stakeholders in the health services, schools, the police, the district councils and the other statutory and voluntary agencies that we work with.  We will be successful if we can exercise a community leadership role in integrating the work of all services to develop resilient, high achieving, young people.  In so doing, we will have a particular focus on vulnerable children and those children who, for whatever reason, have disadvantage to overcome to be able to fulfil their potential.  The strategies that will be developed under the overarching framework of our Children & Young People’s Plan will be many and varied.  What is clear is that if we cannot demonstrate how what we do makes a difference to the five outcomes, we must be rigorous in challenging why we do it.

18. In a recent report, ‘Scoping the Market for Children’s Services’ commissioned by the DfES,  the authors suggested that services could be classified on the basis of being specialist, targeted or universally provided.  Whilst these are helpful classifications and, indeed have influenced the thinking behind the proposed structure, they should not be seen as a means of defining the limits of a particular services span of responsibility.  Broadly, the three service areas proposed below have a principal focus in one of the three categories but, deliberately, also contain teams that work in other categories.  This is partly to ensure that all services are enabled to work across the full range of levels of need in the county.  The services listed in the following figure are illustrative but this does provide a helpful means of classifying the many service teams and units within the new directorate.

 

       

Services 

for Children

at high risk
For example:

adoption, fostering,

children’s homes


Services for all children with

complex problems

For example:  social work services, 

CAHMS, targeted parenting support.


Services for all children and families 

with identified needs

For example: SEN, special schools, speech and 

language therapy, education psychology, education welfare.


Services for all children in targeted areas

For example:  children’s centres/Sure Start


Services for all children and families

For example: Connexions, child health promotion, school improvement, 

youth services, strategic and operational management

Proposed Structure of the Children, Young People & Families Directorate 

19. To support the Director, it is proposed to structure the directorate around three main service areas, each of which will be responsible for the professional leadership of a wide range of associated services.  Each service will also have responsibility for the management of services that will operate across the directorate functions.  The three service areas will be supported by a fourth service that will bring together the strategic planning, business management, resourcing and performance management functions of the directorate.  The proposed service areas are detailed below with an indication of the current services/functions that would be managed within them. 

Early Years and Family Support  – Early Years, Childcare and Family Support; Children Looked After  / Fostering / Adoption / Residential / Attach Team / Reach Up / Leaving Care / Asylum Seekers / Placement Services; Assessment,  Prevention and Intervention / Child Protection; Quality Assurance and Local Safeguarding Board.

Children and Young People – SEN; Disability; ‘Making a positive contribution’ – CAHMS/Behaviour support / Attendance / Admissions / Transport / Pupils out of School / Teenage Pregnancy /  Drugs and Alcohol; Youth Service; Connexions lead role / Integrated Support Services / Establishment of Locality Teams.
Educational Effectiveness  – Extended Schools /Partnership development (including Education Improvement Partnerships, Oxfordshire Education Business Partnership and Community Learning Support Unit) / school performance monitoring / quality assurance across all educational establishments  / School Improvement Partner specification / intervention / curriculum services, training and CPD  / oversight of all structural and organisational support to schools including Governor Services,  the Schools’ Forum, resourcing schools, school asset management planning and organisation, HR, Health and Safety, and finance for schools  / Business Centre – Traded Services (including CFM / International Centre / Outdoor Education Service)
Strategy and Performance –  oversight of directorate policy and operations (including equalities and promoting social inclusion) / performance management / budget priorities and financial management / HR strategy / health and safety / planning and communication / assessment and inspection / ICT / MIS / property and assets / directorate business management functions including commissioning through the Children’s Trust.

20. Responses to the discussion paper have broadly welcomed bringing these services together.  The location and nature of our Early Years and Child Care services was raised by several respondents.  We propose to take the opportunity to develop a fully integrated service, providing universal, preventative and highly specialist services, under the leadership of a head of early learning and child care within the Early Years and Family Support Service.  The case has also been made for retaining a close structural relationship between the Children’s Disability Team and its counterparts in the assessment and provision of children’s social services.  The Best Value Review of Services to Vulnerable Children considered this proposal in detail and recommends that integration should take place.  The line management of the Children’s Disability Service Team is envisaged as being held by a senior social and health care professional but the service would be managed within the Children and Young People’s service.  The need to preserve close working links with existing social care teams is vital, whilst using all of the resources at our disposal to make better provision for the full range of special and additional needs. 

21. Respondents also raised concerns that locality teams would make unrealistic demands on specialist teams.  The linked paper reporting the Best Value Review outcomes deals with this matter.  It is not proposed to take specialists dealing with complex, needs away from their existing case work.  Instead, teams providing universal and targeted services will be better co-ordinated in localities and focused on early identification and intervention so that, over time, the demands on the low incidence services are reduced.

22. The outline above does not make sufficiently clear the relationship envisaged between business support services and service managers.  Notwithstanding any future decisions taken about the establishment of a Shared Service centre (see below), business support functions will be line managed within or procured by Strategy & Performance.  The intention is to ensure that each Head of Service has the appropriate business support to enable them to manage the large and diverse operations with their services.  In Educational Effectiveness, it is proposed to bring together all of the structural, planning and operational support for schools, discharging our statutory duties to schools as well as offering a wide range of traded services so that we can know our schools well and be better placed to identify schools of concern and act collectively to support them.  Thus, the oversight of the services to schools will rest under the general direction of the Head of Educational Effectiveness, while the line management accountability for these services will be, as now, through the Strategic Managers, and the Head of Strategy and Performance to the Director.  Similarly, the professional responsibility (and statutory relationship) to the council’s Heads of Finance and Human Resources are unchanged by these proposals.

Finance and Budgets 

23. The re-allocation of the main budgets for services should not be a significant problem as most of them are already held at the levels described, although some disaggregation of budgets will be required where services are provided to both adults and children.  The proposals will either maintain whole service areas or, where some of the current head of service budgets are to be allocated between a number of new service areas, the proposal is for the split to be at the level of sub-budget.

24. Further work will be required however on the re-allocation of support service charges from the Centre to the directorates as these are currently held centrally for the existing directorate services, and will require to be re-worked against the new service definitions.  These budgets are currently held in Resources within Learning & Culture, and Directorate Management Team in Social & Health Care.

25. Any need for budget redistribution for the HR/Finance support staff will depend on the final proposals adopted.  Some further work will be needed to ensure that the staff supporting areas within the directorates are charged to the relevant area, however if the shared service model is progressed this could be through a central recharge rather than through re-alignment of the Resources and Business Support Areas of the current directorates.

26. The most contentious area of financial assessment will be the level to which budgets within the current directorates are adequate to support the levels of service being delivered. There has been a level of internal virement within Social & Health Care, and this has supported Children and Families from an underspend in a specific grant.  However, there is an action plan in place to bring this into balance by the end of  2006/07, although this will require further monitoring.  In addition, other pressures shown in the latest financial monitoring reports within Learning Disabilities show that the underspend in the Older People budget is supporting in part an overspend in this area.  If there is an unmet overspend in Children and Families in 2005/06 then the Council will need to be clear about who will be responsible for managing the carry forward pressure. 

Procedures for Transferring Staff 

27. Communication with existing employees regarding the changes to both services and employment is clearly crucial to the success of the re-alignment project and to avoid confusion and anxiety. This has received considerable attention. A discussion paper has been widely circulated and the responses have been taken into account in drawing up proposals in this report. Trade unions have been consulted and management will continue to work closely with representatives to ensure a smooth change process. Human Resources support has been identified to ensure this exercise proceeds successfully. Staff support will be offered and made available to any employees who require it during the transitional period.

28. For the majority of staff, the realignment of the Directorates will simply mean a change in line management structures and so the changes are unlikely to be a major issue. For cases where roles are changed as a result of the realignment, a procedure has been agreed for the appointment of staff. This is designed to retain and utilise the skills and experience of existing staff wherever possible and to minimise job losses and costly severance. Where Heads of Service jobs remain substantially the same in the new structure, existing jobholders have been designated for the new posts. Where the remit of Heads of Service jobs has been changed significantly, an internal selection process will be followed aimed at minimising delay and the appointments will be implemented as soon as possible after the new structure has been ratified by the Cabinet. A similar appointment procedure will be applied to the further appointments necessary to complete the structure of the new directorates. External advertisement will apply where there are no suitable internal applicants. 

Shared Services

29. Work is currently going to develop a Shared Services Centre for the County Council.  This would involve transferring transactional work on finance, HR and procurement currently carried out within each Directorate to the Shared Service Centre.  It is likely that some (but not all) advice work would be transferred as well.  The initial business case identified the scope for significant financial savings as well as non-financial benefits.

30. The Cabinet on 19 July agreed to progress to Stage 2 of the Shared Services work.  This will involve validating the existing data within the Business Plan, refining the strategy, developing an implementation plan, designing and establishing a Governance Model, developing outline Service Level Agreements and preparing comprehensive costed plans.  It is anticipated that this work will be completed by the end of December 2005.

31. This work will define exactly what will go into the Shared Services Centre and its impact on employees currently carrying out these functions within Directorates.  Consequently, there is some uncertainty at this point in time for both those employees and also for those who currently receive services from them.  This uncertainty is being managed as follows:

a) There is close working between the project team working on the Directorate realignment project and the Shared Services project.  The project manager of the latter project is a member of the project team for the Directorate Realignment project;

b) One particular issue that is being considered is the possibility that the Shared Services Centre will be developed on a phased basis with individual activities transferred across at different times which are most convenient to the activities themselves and the Directorates from which they are transferred.  This is especially relevant to the two Directorates affected by the Directorate Realignment project.  Careful selection of which activities will be transferred across early will be essential and will be determined in consultation with the relevant Directors, their Heads of Service and the employees affected;

c) CCMT has agreed certain requirements which must be met in the delivery of a Shared Services Centre.  These include maintaining or improving support service levels although some changes in the way that they are delivered are inevitable.  These will impact on customers as well as those that deliver the services.

32. There needs to be a general awareness that some uncertainty will be inevitable over the next 4 months as work progresses.  There will be regular communication and consultation with employees over that period to minimise the uncertainty as much as possible.

Project Management/Timetable and Management of Risk 

33. A project team has been established to undertake the realignment of the two directorates.  The team is composed of nine individuals who currently hold posts in Oxfordshire County Council and have, therefore, a strong understanding of how our services operate and the needs of those colleagues who deliver them.  Seven members of the team are being described as ‘Leads’ and each will be responsible for a particular Strand of the project work.  Several of the Leads are already leading, or are intimately involved with, other major projects and their direct involvement with the realignment work will help to ensure that project activities across the County Council are well integrated.  Similarly, whilst Strand Leads will be responsible for a key area, they will be working cooperatively to ensure comprehensive coverage of their own and closely aligned areas.

34. A significant amount of groundwork has already been undertaken to ensure that the team is well informed and appreciative of the task.  Consequently, Strand Leads have already started to research the type of support and developments that will be needed to implement requirements as they emerge from the series of planned discussions and consultations with colleagues and stakeholders.  A key feature of this research has been to speak with colleagues who have expertise within the Strand areas or who are able to make an important contribution due to some aspect of their current role.  As a result of these discussions, Strand Leads have now invited a number of colleagues to be involved as members of task teams, teams that will help to promote and support the realignment work across the period of implementation.

35. Heads of Service from Learning & Culture and Social & Health Care will be working very closely with the project team (operating as a Steering Group) with regard to delivery of the respective services.  They will ensure that Strand Leads have access to necessary information so that they can progress the various tasks related to the realignment of services for April 2006.  In the interest of ensuring strong co-ordination and clear communication with all parties involved in the realignment work, a matrix of meetings has been agreed and published.  

Composition of the Project Team

ROLE
NAME
CURRENT POSITION

Project Manager
Diane Fidler
Interim Head of Systems and Performance Management: Learning & Culture

Strand Lead: Communication
Siân Rodway
Senior Education Officer (Planning and Communications): Learning & Culture

Strand Lead: Human Resources
Vicky Field
Operations Manager – Human Resources: Social & Health Care

Strand Lead: Children and Young People’s Plan
Sarah Breton
Children’s Trust Project Manager

Strand Lead: Shared Services
David Lines
Manager: Business Development: Resources

Strand Lead: Business and Finance
Simon Kearey
Business Manager: Social & Health Care

Strand Lead: Systems and Processes
Lindsay Russell
Development Officer (Information Management Systems): Learning & Culture

Strand Lead: Accommodation and Modern Workstyles
Stephen Harness
Strategic Planning Officer: Resources

Project Administrator
Tracy Webb
PA to Head of Systems and Performance Management

36. In line with the project guidance issued for Oxfordshire County Council, the realignment work adheres to recognised project management methodology.  There is a project plan that indicates high-level milestones and the associated activities and tasks.  In addition, there are subsidiary project plans for each of the identified Strands.  Working with the Risk Manager in Resources Directorate, a Risk Register has also been completed for the project and each of the Strands (attached as Annex 3). 

37. At present, the key areas of risk are around the following issues:

(1) Key decisions need to be made with regard to Shared Services.  The final strategy and timescale for this project has major implications for deployment of staff and accommodation arrangements.

(2) Related to this issue, there is an overall concern that projects currently in place, across the County Council, are progressing independently and not within an interrelated programme of development.  However, the proposed new Change Management Board is designed to address this.

(3) The realignment will inevitably create costs in relation to setting up ICT systems, etc.  The issues related to this need to be considered further and will be brought back to you in due course.

38. There is a strong expectation, however, that the introduction of the Change Management Board, which will comprise CCMT and representatives from Cabinet, will ensure that a clear overview is taken with regard to how the Realignment Project fits with the Council’s programme for change.  Furthermore, the composition of the Change Management Board should ensure that Cabinet remains fully briefed with regard to the project’s progress and any issues arising.

39. The governance structure for the project is illustrated by the following diagram. 


PROJECT GOVERNANCE STRUCTURE


40. Essentially the project is operating across an eight-month period (September 2005 – April 2006) and a bid has been submitted to the Modernisation Fund for £300,000 to meet all identified costs.   The details are set out in the following table.

TOTAL ESTIMATED EXPENDITURE



Activity
Staff Costs
Other Costs
Total Costs

Project Manager
77,800

77,800

Human Resources
90,000
9,850
99,850

Backfill x 4
47,972

47,972

General backfill:

Contingency for release of task team members as and when required.
20,000

20,000

Other costs, predominantly communications

12.000
12,000

Consultancy

30,000
30,000

Contingency

12,378
12,378

Grand Total




300,000

Scrutiny Views 

41. A draft of this report was presented to a joint session of the Children’s Services and Health & Community Services Scrutiny Committees on 27 September.  The Committees made the following comments:

Conclusion 

42. Approval for the structures and procedures set out in this report will enable officers to expedite the realignment of functions.  In many senses, this is the real starting point for our ambitious plans for integrating service planning, improving partnership working and developing new preventative strategies to reduce the demands on acute services.  In strengthening our services in their community leadership role, and particularly in developing provision around schools in their central task of raising attainment, we intend to maintain and improve the performance of our services.  We wish also to drive out efficiencies and maximise the use of resources through the revised commissioning arrangements and strategic frameworks.

RECOMMENDATIONS:

43. The Cabinet is RECOMMENDED to approve the proposals set out in the report for:

(a) the new titles of the directors and directorates; 

(b) the configuration of services within the directorates and their titles;

(c) the timetable for implementation; and

(d) the arrangements to enable officers to transfer staff to the new services.

JOANNA SIMONS

Chief Executive

Background Papers:
Consultation proposals (July 2005) and responses received

Contact Officers:
Keith Bartley, Director for Learning & Culture (01865 81512)


Charles Waddicor, Director for Social & Health Care (01865 816041)


Diane Fidler, Project Manager (01865 815492)

September 2005

ANNEX 1

Issues Raised in Response to Initial Proposals

There was a varied and wide response to the initial proposals.

In all there were 37 responses; 15 of these were on behalf of teams or directorates which varied in size. Responses mainly came from the two directly affected services but there were others from elsewhere in the County Council and also from some partners. 

10 key areas of response have been identified.

Apart from concerns and suggestions, many of the responses posed questions.  These questions will be responded to individually and/or as a frequently asked questions page, which will be put on the intranet and updated as the process of realignment continues.

The key areas are:

1. Name of the directorate or services within the directorate.

2. Issues surrounding particular groups of children

3. Early years

4. Property/accommodation

5. Business management issues

6. 
Adult learning

7. Shared services

8. Training and development

9. Risk

10. Systems 

The following table outlines the comments made under each of these headings.

1. Names
· Dislike of the Health & Community Services name, it was felt that this title did not reflect the professional nature of the services within that directorate and that this would confuse the public

· New directorate for Children, Young People and Families’ service titles were too long or misleading (but no suggestion of alternatives)



2. Groups of Children
· Concern expressed that some of the key ideas, like locality working would have an adverse affect on some teams and the service provided to some low incidence vulnerable children.

· Plea also for the involvement of parents of vulnerable children to have input into this process.



3. Early Years
There were some very detailed responses in this area.  Key suggestions/requests for consideration for changing were:

· Early years and childcare to be with extended schools and children’s fund.

· Member of DLT to be designated lead in cross cutting early years and child care issues.

· Issues surrounding children’s centres.

· Need for excellent communication between systems and performance and the service to avoid artificial splits between planning and delivery.

· Fit more with education effectiveness and partnership development.

Several alternative proposals were suggested.  



4. Property / Accommodation
· Plea to make sure we were focusing on needs of locality teams when determining accommodation needs.

· Placement of the current planning and development teams.  Concern expressed re idea to split functions into two new services in Children, Young People and Families Directorate.

· We need to evaluate recent accommodation changes and learn from them. Foxcombe Court, for example.



5. Business Management Issues
· Resourcing and staffing issues raised.  Linking with Shared Services a concern but also pleas for sufficient staff in the new services and proper levels of support staff and budgets for the new roles the services are taking on.

· Issues re Traded Services and project work currently taking place in Learning & Culture. 

· Staff training: needs to be focus once decisions have been made.

· Customer service needs to remain at the forefront whilst all this is happening.

· Systems must be in place before the change.  We need to learn from other changes.

· The links with partners and the role of partnerships must not be forgotten in the detailed planning.

· Risk management must be central to the planning.   (See 9)

· Don’t create new silos.

· Change management process must be good.



6. Adult Learning
· The main issue was the location of this service. Some respondents gave a lot of detail about the service and its role to put in context their recommendation that it be placed in the Children, Young People and Families Directorate not Health & Community Services. Reasons included funding issues, business efficiencies and the modernisation of Adult Learning.

· Learning and Skills Council response also reflected some of the above.



7. Shared Services
· Several respondents mentioned the need to make sure this realignment also took account of the shared services agenda.

· There was a plea not to have too many moves for colleagues and to try and make sure that there is only one move if possible.



8. Training and Development
· Several respondents stressed the need to have information on new roles and services well in advance of changes so that training and development could be included.

· Also need for a focused training programme to be provided for identified staff that are taking on wider or new responsibilities.

· Also need for events to bond new teams/directorates.



9. Risk
· Several respondents raised concerns about an increase in risk during a period of change.

· Some services will be particularly vulnerable due to the nature of their service and/or other factors impacting on them at the moment.

· There is a need for risk management to be factored in to the more detailed planning that the new heads of services will be doing during the next stage of this process.



10. Systems
· Integrated children systems implications must not be overlooked and one respondent was concerned that the project planners did not have enough information and knowledge.

· Need to learn from issues that arose in previous realignments or reorganisation of services or teams.



ANNEX 2

How Services are Currently Configured 

In Learning & Culture:

School Development Service – monitoring, support, challenge and intervention in schools, Early Years and SEN quality assurance and advice, Governor Services, Outdoor Education Centres, Education Business Partnership, International Centre.

Resources Service – directorate finance, HR, property business functions; County Facilities Management; DfES/schools finance, HR, property/asset management, school organisation and planning services.

Children’s’ Services – Special Educational Needs management and administration, special schools, school admissions, school transport, social inclusion and access, (including behaviour, attendance and looked after children).

Systems and Performance Management – Performance management systems, planning & communication, directorate equalities, social inclusion, communications, inspection/assessment planning, ICT (all including with schools).

Community Learning – Youth Service; Early Years & Childcare; Adult Learning; Family Learning; Community Learning Support Unit; Student Support and benefits. Leads on Drugs/Alcohol, Extended schools and community-based approaches to learning.

Cultural Services – Libraries and Heritage Services (includes Museums/Centre for Oxfordshire Studies/Oxfordshire Record Office/Victoria County History)/County Music Service and the Mill. Leads on Village Hall grants, Arts, Leisure.

In Social & Health Care:

Social Care for Children – Children’s Disability Service; Children’s Assessment Service; Services for Looked After Children; Family Support Service (including Child Protection and Quality Assurance)Leaving Care Teams; Children’s Homes; Fostering and Adoption services; Chair of and Support to Area Child Protection Committee (Safeguarding Children’s Board).

Social Care for Adults: assessment and long term support teams, care purchasing (home based and care home),home support, occupational therapy, intermediate care, support workers and  sensory impairment. Client side for mental health (undertaken by NHS).

Head of Planning and Partnerships –including service plans, strategic commissioning, health partnerships including commissioning for learning disability, procurement and service contracts (specifying, tendering, monitoring), equality, community development

Business Manager- finance including management and financial accountancy, Human Resources, client side for ICT, property, performance monitoring, risk management

With partner agencies:

Social Care for Adults: there are many partnership arrangements with voluntary and not for profit organisations, the private sector, health, and district councils

Children’s Programme Board – Joint planning and delivery of services across OCC and Health.
ANNEX 3

Risk Register

This register identifies higher risk issues only.  There is a wider range of lower level risks contained within individual Strand Lead Risk Registers.

Risk/uncertainty identification
Impact assessment
Mitigation

Risk ref
Category of risk
Area of risk/uncertainty identified
Description of impact
Scope of impact  
Severity of impact (1-5)
Actions taken or controls in place to reduce risk/uncertainty

1
Resources
Budget for Realignment Project:

The bid to the Modernisation Fund is for £300,000 against costs for the team's operations.  However, there are no identified budgets for work which may need to take place to support the Realignment eg ICT developments.
Recommendations made by Systems and Processes strand will not be fully implemented.

5
Issues raised with sponsors and ICT Steering Group and Change Management Board.

Report back to Cabinet.

2
Planning
Impact of other projects on Realignment Project: 

Lack of coherence and identification of dependencies between projects within OCC.
Individual projects working to their own agendas which could thwart some of the developments required by the realignment.

5
Attempts have been made to ensure cohesion between the realignment project, shared services and Review of Property Assets project through inclusion of project managers in Realignment Team.  However, cohesion and awareness of impact of full range of projects remain ad hoc.

This is a corporate issue and will be an early agenda item for the Change Management Board.

3
Planning
Shared service impact:

Impact of the shared services changes.
Mismatching in project timescales, may mean more than one change in job and structure.

4
HR lead is involved with Shared Services development.

In addition, the Project Manager for Shared Services is a member of the Realignment Project Team.

Presentations are planned re possible models and timescales.

Any problems arising to be resolved by the Project Sponsors or Change Management Board.

4
Performance Management
SAP Revitalisation Project:

Part of overall delivery of the finance side needs to tie in with this project.
Systems not in place to facilitate changes.

4
Meetings planned with the SAP project team to ensure co-ordination of timescales and shared knowledge of needs.

5
Financial
Budget Management:

Unquantifiable costs associated with both the change management process and with the delivery of the newly integrated service
Budgets overspend.


Realignment Project Board managing costs of the change programme across the Council and service leads identifying resource implications as part of the Children & Young People’s Plan process.

Specialist





Targeted





Universal





Change Management Board





Realignment Project Sponsors Board


(Project Manager provides monthly progress/issues report)





Sponsors hold individual fortnightly meetings with Project Manager





Steering Groups (Heads of Service) meet with Project Manager and Strand Leads





Project Manager receives fortnightly progress/issues reports from Strand Leads


Monthly meeting of the ‘Core Team’ (Project Manager and Leads)





Project Manager holds fortnightly meetings with individual Strand Leads 





Strand Leads hold regular meetings with members of Task Teams 





Universal, Targeted


and Specialist Services








�  This process involves the re-assignment of functions between the two existing directorates; for simplicity, the expression “new directorates” is used generally in this report in referring to the directorates in their amended form 


�   For legal reasons, the formal titles of the Directors will need to include the designations referred to in paragraph 1, ie, “Director for Social & Community Services & Director of Adult Social Services” and “Director for Children, Young People & Families & Director of Children’s Services”; the second element would not normally be used in practice (cf “Director for Community Safety & Chief Fire Officer”)
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