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ITEM EX17

BEST VALUE COMMITTEE – 26 FEBRUARY 2003

Review report and action plans
Service area under review
Developing our staff

Service budget
Total Staff Budget 2001/2002 £293 million approx

Total Training Budget 2001/2002 £1 million approx

Core review team membership
Review Team Leader:
Janet Bolam (Performance and Review)

Designated Member:
David Wilmshurst

Co-opted Member:
Jon Appleton

Other Team Members:
Christa Laird (Service Manager, Social Services)

David Lines (Performance and Review)

Margie Jarvis (Management Development)

Adrian Sell (Performance and Review)

Terms of reference (taken from the Scoping Report)
The objective of this review is:

To find ways of making Oxfordshire County Council an employer of choice and to foster and maintain a skilled, motivated and relevant workforce, thereby Raising our Performance.



Sections of report

1. Executive Summary
a. Oxfordshire County Council (OCC) is embracing the challenge of becoming a top-performing authority under the banner of ‘Raising our Performance’. To achieve this, we must have staff who are appropriately skilled, motivated and committed, otherwise the organisation is unlikely to change. We are in a high wage, low unemployment economy, which means we are struggling to recruit people and to keep those we have. At the moment OCC, along with most of local government, is not necessarily seen as an employer of choice in the local market.  We are therefore competing for people.  Developing our staff is about aligning staff to the organisation’s objectives for the benefit of both staff and the organisation.

b. The objective of the review was to find ways of making Oxfordshire County Council an employer of choice and to foster and maintain a skilled, motivated and relevant workforce, thereby raising our performance.

c. A varied programme of research was carried out including: 

· consultation exercises with staff and the public, including a series of staff focus groups

· a workshop on how to become an employer of choice 

· analysis of employer and leaver surveys and the open ended comments made by staff in the 2001 survey

· visits to other Local Authorities and BMW

· detailed work with senior personnel staff.

d.
The evidence from this review has shown that we are an organisation that has historically underinvested in developing its staff.  As a result:

· we are not perceived as a creative or exciting organisation, and this is exacerbated because we are reluctant to sell our successes; there is plenty that is potentially great about working for OCC but we aren’t good at promoting it 

· staff awareness of Raising our Performance is low, or it is seen as irrelevant and not happening  
· we are good at writing policies, but are poor at delivering them (our “implementation deficit”)
· the lack of career development is a significant problem to people at all levels, and a major factor in why people leave 
· our current learning and development approach does not maximise the potential to develop our staff
· we do not back up our aspirations with the resources needed to deliver them

· other organisations are doing better and we could be.

· in some areas, working conditions are poor.

e. Over the time that the review has taken place, a number of changes and initiatives have been introduced that will contribute to the improvements needed if the issues are to be addressed.  These are:

· a structural change to create a Resources Directorate with a brief to lead on organisational development

· a significant increase in the size of the management development budget for 2003/4

· the launch of a performance management strategy and a programme of work planned to start in May 2003.

· the development of common project management guidelines

· the roll out of the project to improve working conditions in central offices and opportunities for flexible working in central offices and the start of a project to improve working conditions and opportunities for flexible working in non- central offices.

f.
Service improvements

Service improvement 1

To adopt a strategic approach to Human Resources Management

The Human Resource function has an important role to play in developing our staff.  The evidence from this review shows that in the current climate, a more strategic approach to human resource management is needed.  This is supported by the findings of the Comprehensive Performance Assessment.  A number of aspirations have been set out that a Human Resource Strategy should address:

· to make OCC an employer of choice 

· to develop an appropriate, skilled and motivated workforce

· to influence culture change

· to promote a whole council approach

· to enable delivery of an efficient, effective public service

· to provide an efficient and effective service. 

A shift in ways of working and thinking is needed to enable HR to make its maximum contribution.  The use that is made of current personnel resources across OCC could be reorganised to create economies of scale, consistency, drive common policies and create some capacity which could be used to develop and improve services.  

The review recommends that this is undertaken in three phases. The first phase is to rationalise our existing functions by bringing together in one place as many HR activities as is practical and maximising the use of MIS functions. The second phase is to improve what we do now by realigning resources released from phase 1.  This will include improving the quality and use of management information, ensuring that existing practices and policies are doing what they are supposed to do (eg quality of appraisals), and improving and strengthening work / life balance opportunities.  The third phase addresses new work to be developed, including the development of a strategy, workforce planning, developing a focus on staff retention and career development, and creating an organisational development expertise.

Together, these phases will result in major changes in the way we manage HR and will need the strong support of CCMT and the Executive.

Service improvement 2
Extend and enhance Learning and Development

Learning and development is vital to development of staff and an important way to link strategic direction with staff development.  This recommendation aims to rationalise existing services to enable a change in delivery by creating a corporate Learning and Development Unit to include Management Development and generic training for all staff.  A major advantage to this realignment is that it will support and encourage a consistant approach to career development.

Service Improvement 3

Improve the way we manage our image

How the Council is perceived has a strong impact on our ability to become an employer of choice.  All forms of communication influence the public and staff perception of the organisation, which in turn has an impact on the way OCC is regarded as a potential employer.
Work is underway on improvement of the website, including job advertising, and the ability to apply for jobs on line.  Further work is planned to make it more easily accessible, more attractive to look at, with enhanced content. Development of a corporate recruitment video and provision of a higher profile programme for customer care training are recommended.
Reports on areas of research

Area of work 1
Consultation

a.
Staff Focus Groups 

Description of research

A series of staff focus groups was held during September 2002 to obtain their views on working for Oxfordshire County Council, their awareness of major change within the organisation, their views on the appraisal process and how well training and development is delivered.

Groups were held with middle managers (2) frontline staff (2) and new starters (1), and ran for 90 minutes. Some departments were better represented than others 

Key findings 

· As an employer, staff rate us generally as around average, although much higher within particular teams in the authority, and with new starters.

· There is poor recognition of Raising our Performance: a main programme for culture change. Widespread cynicism of this exists, and staff do not identify with the changes it proposes.

· Although the principles are seen as valuable, appraisal is seen as process-driven and time consuming.  Questions were raised about the flexibility of the process to adapt to all types of staff.

· The attitude and aptitude of managers carrying out appraisals is seen as key to the success of the process.  Managers called for more training and better awareness of the objectives of appraisal.

· Managers refer to work pressure affecting how well appraisal is undertaken. The lack of follow-up with identified learning and development needs is undermining the credibility of the process.

· Calls were made for a greater commitment by the Council to staff training and development, with lack of time and resources identified as key constraints. 

· Staff feel that Personnel should take a more active role in learning and development.

To become an employer of choice, staff feel that the Council must demonstrate that it values and appreciates its staff by supporting them and recognising good performance. It must work more corporately or ‘joined up’, invest more in learning and development and improve working conditions.

Ref to fuller document:
 Full report on Staff Focus Groups exercise

b.
Feedback from ‘Make My Day’

Description of research

Two articles were published in the internal publication ‘The Post’ asking staff for feedback on how they are supported and developed in the county council. Eight responses were received, including one team response. The contributions ranged from single comment on issues to wide-ranging letters. Some contributors suggested solutions and some merely pointed out perceived inequalities or flaws. There were, however, some common themes and some clear ideas to emerge, the key ones are set out below.

Key findings

· Learning and development is felt to be weak in a number of areas. We lack a corporate induction programme that would engender a sense of belonging.  We lack a coherent and flexible approach to training for generic skills, specifically including ICT.  We offer no careers advice or counselling service. Whilst Management Development are trying many new ways of enabling people to acquire new skills there is no one doing anything similar for staff as a whole.

· Communication is felt to be poor, and ICT should be used far better to address this.

· Workload is a considerable problem in many areas. A suggestion was made that a 37-hour week be enforced across the county council for three months and then what we have the capacity to deliver be evaluated. This may be impractical but there is scope for a team of people to be made available periodically as a corporate resource. They could work with self-nominated teams on clearing paperwork, reviewing paper flow and procedures, general tidying up with a small fund for redecorating and new furniture if needed. The relevant team could then be taken from a feeling that they are drowning in paper and overwork to feeling in control of a pleasant environment.

· We have an overly hierarchical structure where people are consulted relative to seniority rather than expertise. A skills audit, with the information available on the intranet would cut through this, and enable people with specific skills and areas of expertise to be identified.

· Other complaints and suggestions covered such things as the plethora of policies and procedures which it was felt would be more useful in a loose-leaf staff handbook which could be updated section by section.

Ref to fuller document: Make My Day – Report

c.
Application of the Performance Breakthrough model

Description of research

The Audit Commission has published a report “Performance Breakthroughs - Improving Performance in Public Sector Organisations”.  The report includes a Breakthrough Model that describes stages of development of a performance management approach. This model was used to question members of the Corporate Planning Team to assess where they felt the organisation and their own department were in terms of performance management. Definitions of what is meant by each section appear on the Breakthrough Chart, which is included in the papers supporting this work.

Key findings

Leadership Over half the departments (4/7) assess that leaders are starting to give clear messages about performance and what is expected of them

Learning Nearly all departments (6/7) recognise the need for learning.
Priorities Most departments feel they are starting to develop their priorities (5/7)

Managing change Nearly all (6/7) assess that the organisation has a new direction but are unclear about what action should be taken- what they must do
Performance Frameworks Most departments (5/7) are trying to develop an understanding of what a performance framework is.
Helping people to Perform Nearly all departments (6/7) are not clear what performance really means and how under-performance can be addressed
Ref to fuller document: Audit Commission Report “Performance Breakthroughs- Improving Performance in Public Sector Organisations” (2002) and the Breakthrough Model

d.
The County Council as an Employer Feedback from the Citizens Panel
Description of research

The above work was carried out as part of the third Citizens’ Panel survey. 933 postal questionnaires were sent out to panel members who are selected to be representative of the population of the county. All respondents are aged 18+. The work was carried out between 10th September and 7th October 2002. The results have been statistically weighted by age, sex and area to match the profile of the county.

Key findings

· The most commonly cited factors that make somewhere a good place to work were ‘good atmosphere and friendly co-workers’, and ‘good working conditions’.

· The most important factors when looking for a job were viewed to be ‘colleagues’ and ‘working environment’.

· People tend to think that working for the council is ‘rewarding’, and ‘full of opportunities’, but also ‘boring’, and ‘stressful’.

· The most frequently mentioned words when asked to describe the image of the county council as an employer are ‘bureaucratic’ and ‘remote’.

· The majority of respondents were unable to give any spontaneous description regarding the image of the county council.

· When asked to respond to statements people felt that the council is a ‘fair employer’ and ‘invests in training’ but also that it ‘doesn’t pay well’.

· When asked about how Oxfordshire County Council compares to other companies and organisations in more than half did not know, or perceived it to be worse.

e. Workshop on how to become an employer of choice.
Description of research

The aims of this half day workshop was to: 

· provide an opportunity to consult with staff on how they see we could become an employer of choice over the next 3-5 years

· understand what factors may enable or what barriers there are that may prevent this

· capture ideas and experience of ways to improve and how we may overcome perceived barriers.

Staff were asked to consider where they felt we are now, where we want to be in 3-5 years, what

the barriers to achieve this are, and finally, solutions and ideas in answer to two questions.

Q1. How do you develop a culture that supports a motivated and flexible workforce that can adapt to the ongoing changes that face the Council?

Where we want to be in 3-5 years time:

· good work/life balance

· flexible approach (trust / where possible not tied to core hours)

· a consistent IT capability across the organisation

· clear performance management

· property fit for purpose

Barriers to change were perceived to be:

· a culture that does not encourage or create innovation 

· a culture that still expects people to be sitting at desks despite efforts to offer flexible working practices 

· poor physical facilities and infrastructure 

· limited opportunities for staff development

· we suffer an “Implementation deficit” and as a result do not  translate policies into service delivery

· poor communication

· inconsistent IT capability

Ideas for improvement focussed on improving property, centralising learning and development resources, encouraging innovation by encouraging calculated risk/ providing some funding, making early improvement in communication, IT, and enabling a better work life balance.

Q2 How do you develop the image of the council as an employer to attract and retain the future workforce?

Where we want to be as an organisation

· a clear image

· innovative and exciting

· clear values as a caring, ethical and reflective organisation

· an organisation of opportunity

· a good working environment

· good terms and conditions
Barriers were perceived as:

· condition o  property

· overly bureaucratic

· poor communication

· poor public perception of councillors

· poor marketing of the organisation

Ideas for improvement included introducing a marketing capability, investing more in buildings and accommodation, encouraging a culture shift away from a blame culture and towards encouragement and praise, encouraging and making staff development more explicit.

In conclusion, many ideas were generated and are for consideration. It was apparent that although there are many good ideas, the feeling of the workshop was that the organisation does not have the capacity to introduce them in its present state.

Ref to fuller:
document Full report from Workshop

Area of work 2: Desk top analysis


a.
Employees and Leaver Surveys

Description of research

Three sources of information were collected and analysed: 

1. completed leaver surveys since April 2001.

2. figures for current staff numbers and turnover for the last financial year.

3. report on past analysis of employees leaving the County Council prepared for the Personnel Sub Committee.

Key findings

Although some conclusions can be drawn from the information collected, it is of note that there is generally a lack of data and any means of responding to it at an organisational level. 

The conclusions from the analysis are:

· there is a much higher percentage of women employed in the organisation than men, although there are wide variations across it

· the age profile of the workforce appears healthy although the proportion of younger people in the organisation may be reducing

· career development is the major reason why people leave the organisation. Lack of opportunities for career development is also the major cause of dissatisfaction amongst leavers.  Pay, communications and home relocation are also cited as triggers for leaving.

The above conclusions with regard to leavers should be treated with caution owing to the following factors:

· the use of the leavers forms is highly inconsistent across the organisation, and, overall, a low proportion of leavers fill out the forms.

· the information we have about staff is lacking (although this should be addressed through MIS.)

· the leavers survey is not able to distinguish between leavers and internal movers.

· whilst reports were compiled, no coordinated action arose from them, although it is understood that work did take place in some departments.
b.
Comments from the Staff Survey 2001

Description of research 

The free text comments given as part of the 2001 Staff Opinion Survey were analysed.  
Key findings

Examination of nearly 1,200 individual responses revealed that key factors contributing to job satisfaction include:

· the support of colleagues

· being part of a team

· variety and responsibility within the job role

· working for the benefit of others in the community (the public sector ‘ethos’)

· flexible working

· good, supportive relationships with managers.

Further analysis, with regard to the aims of the review, showed that the areas to address as identified by our own employees are:

· low morale
· poor pay and working conditions
· lack of consultation by managers

· inadequate opportunities for learning and training

· limited opportunities for career progression
· poor facilities (technology, accommodation, equipment)

· an excessive burden of administration

· ‘too much to do and not enough people to do it’

c.
Audit Commission Report – ‘Recruitment and Retention’
Description of research

The above report was published by the Audit Commission in August 2002. It drew on a number of different sources.

· face to face interviews with representatives from national policymakers, trades unions, inspectorates, training agencies and other professional bodies

· focus groups, in depth interviews with current, former and potential public sector staff

· a telephone survey

· media monitoring

· case studies

· analysis of available staffing and vacancy data

Key findings

· People are leaving the public sector because of negative experiences rather than compelling alternative options

· Most public sector employers do not know why their staff are leaving.

· Seven in ten leavers believe the image of their job is off-putting.

· Demand for staff in public sector services is growing faster than supply.
· The public sector workforce is ageing.

· The proportion of the UK workforce employed by the public sector fell from nearly 30% in 1981 to under 20% in 2001, however the number of people working in public service has increased.

· Focusing on problems which can be addressed in the short and medium term is critical.

· Recruitment and retention are issues that go to the heart of how organisations are led. Pay is one, but only one, aspect of this.

· People’s experience of work must match their expectations.

· Their working environment must match their expectations.

· Staff need to feel valued, respected and rewarded.

 Area of work 3
 Comparison with other organisations
Description of research

Visits were made to Hertfordshire County Council, Essex County Council, Kent County Council and BMW as examples of organisations with a reputation for developing their staff. Semi-structured interviews with key managers were used, and these centred around identifying the organisations aims, its approach to training and development and also its delivery and evaluation.
Key findings

Hertfordshire County Council 

· Herts CC are a pathfinder for the CPA and have been awarded a grading of excellent. 

· They refer to their Annual Plan and performance management targets as a set of promises given to the public.  To not deliver means to break a promise and fail the public. Progress toward targets is followed through the appraisal process and there is an emphasis on getting the processes right to deliver their outcomes (i.e. fulfilling target promises). 

· They are doing one BVR this year on management titled “Simply Done”.  This is led by the Chief Executive with responsibility for delivery assigned to senior managers.

· They have recently completed a Best Value Review on personnel and employment. As a result some of their recruitment is now contracted out.  The contract is still at an early stage, and is dealing with advertising, temporary staff recruitment, and is starting to deal with permanent appointments of administrative staff.  To date, savings have been made.

· Recruitment and retention. The focus is on selling Herts CC as an employer of choice particularly through the website. They have built up and continue to develop a candidate database. They use information on vacancies, recruitment, staff turn over etc to improve performance ie they have data on whether vacancies are growing or reducing in specific areas –by job and by geography.  If there are signs that vacancies are not being filled or turnover is going up then they can approach that service area  and provide support or challenge to help them solve the problem.
· Learning and Development.  They have a small corporate team (4FTEs) who provide a service to the whole organization advising on training needs, best practice etc.  They also organise generic training in areas such as time management, dealing with stress, recruitment and retention, equalities and management development.  They mostly use external training providers. Within departments there are training functions that mostly deal with service specific training
· This programme of learning and development is linked to their BVR-“Simply Done”.  As part of this review they are identifying new competencies that they need as an organisation to inform a continuous improvement programme.

Essex County Council 

· Essex underwent a reorganisation 3 years ago, which included creating a corporate Human Resources department of 304 staff by centralising all personnel staff (including pensions and payroll). Benefits identified from this were to better deliver on culture change, to align HR practices across the organisation, to pool resources and so be more effective, and to better prioritise and deliver on training needs.

· A major building block in achieving these benefits was to develop a list of key competencies for all staff, organised into 12 main themes. A statement for what each competence consists of and how it can be demonstrated at different levels is clearly set out. Job descriptions are based around a selection of five of the competence themes. Appraisals consist of evaluating performance against these competences, together with specific objectives set for the post.

· A development programme for all staff, rather than just for managers has been developed based around the key competencies, and is informed by using development needs statements arising from mid-year staff appraisals. In this way, resources can be more effectively targeted at what the organisation’s overall needs are.

· By achieving the next level of competence, staff can achieve an increase in their salary. To do this they must engage with the Staff Development Programme (SDP) to acquire the necessary skills and knowledge. This puts a personal responsibility on staff to develop. However, those that do not wish to progress can simply choose not to engage with the programme.

· The whole SDP has been accredited through a number of external sources, including the local university. This means that the same programme can be used to deliver a single aspect of development around a key competence, or to help an individual achieve certification or accreditation for key qualifications. The Learning and Skills Council are also providing funding for this as part of their aim to train small businesses, who are ‘buying in’ to the programme. 
Kent County Council

· Have a structure similar to ours but with management development as part of an HR function.  Management Development programmes are designed by the centre but there is no obligation on directorates to ‘buy’ from this source.  However the programme is widely recognised as high quality / good value and well supported by directorates.  Several aspects of the programme are accredited.  Attendees are funded by their home directorate.

· Kent has achieved an effective commitment to and practise of performance management .
BMW

· Cultural change and other change management.  New Oxfordshire Way (NOW) is the programme they introduced to make the changes they needed to put in place in a short time. The change management programme was heavily invested in, and was separately funded from the staff development programme.  Top management visibly supports cultural change and there are clear expectations of leaders (Associate and leadership model),  and teamwork is promoted through such programmes as the Teambuilding process. Clarity of targets is emphasised through the target management process

· Continuous Improvement Processes are integrated into the organisation.  

· There is an emphasis on reward management using Performance Related Pay

· Learning and Developmen- Employee development is heavily invested in (£1 million for 4500 employees). There is a dedicated training centre.  Learning and Development is developed in response to individual needs

· There is a clear alignment between the skills profile of each job and development needs  

· Creativity is encouraged through programmes such as WinGs (Working in Groups)

· Performance Management Targets are set in Munich and are related to individual performance.  Measurement of performance is through appraisal, which is a mixture of manager and peer review of skills displayed vs competencies required for the job.
Ref to fuller document:
Individual reports from each visit

Area of work 4
Work with Personnel Staff

Description

A series of three half-day meetings with key personnel staff were undertaken to consider the evidence collected by the review and the issues raised and to explore the changes in HR practice necessary to achieve improvements.

The following was agreed:

1. The results of the Comprehensive Performance Assessment and Growing Our Corporate Capacity give a strong indication of the need for a more corporate, strategic approach to human resource management.

2. The evidence from the review has generated a number of issues that should be addressed.  As an organisation we need to:

· generate a corporate as well as service spirit 

· become a more "can do" organisation that encourages innovation and risk and is less bureaucratic in management style

· overcome our implementation deficit by improving our performance management 

· be more proactive in workforce planning such that our existing staff have improved chances of career development within OCC, and that we are better geared towards the employment market

· improve our image

· improve and strengthen the opportunities for staff to achieve a healthy work / life balance 

· improve the working environment for many of our staff

· improve our use of information 

· enhance and invest in learning and development.

3. It was agreed that some of these issues are the responsibility of human resources management, but not all of them.  In order to tackle those that are, changes need to be made to ways of working and some of these issues cannot be addressed within existing resources.  Even with such changes to HR, there are still gaps, particularly in the areas of change management / organisation development.

4. Moving to the more strategic approach needed to tackle the issues identified will entail a change in the way human resources are viewed and managed.  It was agreed that a HR strategy should have the following aspirations:

· to make OCC an employer of choice 

· to develop an appropriate, skilled and motivated workforce

· to influence culture change

· to promote a whole council approach

· to enable delivery of an efficient, effective public service

· to provide an efficient and effective service.

5. To deliver these changes to service, the current arrangements for personnel need to be realigned to meet changing organisational needs.  A set of fundamental principles against which this should happen were put forward:

· where a function is corporate, overarching or general, then it is best done corporately and probably at the centre

· where it involves a service to managers or employees, then it should be provided as close to them as possible, in a ‘one stop shop’ way

· managers should take responsibility for all aspects of management of  their own staff (eg they are responsible for ensuring all staff have appraisals)

· we need to exploit MIS as fully as possible, encouraging a ‘self service’ approach for staff. 

6.
Some areas for potential efficiency improvements that may enable capacity to be released and diverted towards new and expanding areas are: 

· processing of job applications

· police checks

· recruitment of temporary staff

· providing one point for generic learning and development

This list is not comprehensive, and there may be other areas  for consideration. In addition, the MIS provides opportunities to reduce administration, enable some self service and provide management information.

7.
It was clear from this work that personnel were aware of the need to realign their functions to meet new organisational needs, and that further work is needed.

Conclusions
The evidence from this review has shown that overall, as an organisation:

· we have historically underinvested in developing its staff
· we are not perceived as a creative or exciting organisation, and this is not helped because we are reluctant to sell our successes; there is plenty that is potentially great about working for OCC but we aren’t good at promoting it and it gets swallowed in the gloom

· staff awareness of Raising our Performance is low, or it is seen as irrelevant and not happening,  
· we are good at writing policies, but are poor at delivering them (our “implementation deficit”)
· the lack of career development is a significant problem to people at all levels, and a major factor in why people leave 
· our current learning and development approach does not maximise the potential to develop our staff
· we do not back up our aspirations with the resources needed to deliver them

· other organisations are doing better and we could be.

Specifically, as an organisation we need to:

· generate a corporate as well as service spirit. There is a lack of cohesion across the organisation, and although staff relate well to the services they work in, there is a lack of corporate identity, 

· become a more "can do" organisation that encourages innovation and risk and is less bureaucratic in management style

· overcome our “implementation deficit”.  We must create a culture where we do what we say we will do.  One route toward this is to improve our performance management, but underlying this there needs to be a shift in our attitude.

· be more proactive in workforce planning such that our existing staff have improved chances of career progression within OCC, and we gear ourselves better towards the employment market  

· improve our image.  Everything we do as an organisation has an impact on how we are perceived externally.  We need to be clear about the image we wish to portray, and use every opportunity to promote it  

· improve and strengthen the opportunities for employees to achieve a healthy work/life balance and have managers promote the concept.  This is potentially a major selling point for OCC as an employer.  We have a good record of flexible working practice, which could be further developed

· improve the working environment for many of our staff  

· improve our use of information to manage our resources better  

· enhance and invest in learning and development for all staff.  This has vital links to the need to enhance our focus on career development
Service improvements

The changes we need to make are substantial, and for them to be effective, it is vital that there is strong support at Executive and CCMT level.
Over the time that the review has taken place, a number of changes and initiatives have been introduced that will contribute to the improvements needed if the issues are to be addressed.  These are:

· a structural change to create a resources directorate with a brief to lead on organisational development

· a significant increase in the size of the management development budget for 2003/4

· the launch of a performance management strategy and a programme of work planned to start in May 2003.

· the development of common project management guidelines

· the roll out of the project to improve working conditions and provide opportunities for flexible working in central offices and the start of a project to improve working conditions and opportunities for flexible working in non- central offices.

Next steps

The actions proposed as a result of this review are fundamental and far reaching.  To achieve these changes it is recommended that a dedicated project team is established under the sponsorship of the Director of Resources to undertake the planning and implementation of this work.

Service improvement 1

To adopt a strategic approach to Human Resource Management



Description

The Human Resource function has an important role to play in developing our staff.  The evidence from this review shows that in the current climate, a more strategic approach to human resource management is needed.  This is supported by the Comprehensive Performance Assessment.  A number of aspirations have been set out that a Human Resource Strategy should address:

· to become an employer of choice 

· to develop an appropriate, skilled and motivated workforce

· to influence culture change

· to promote a whole council approach

· to enable delivery of an efficient, effective public service

· to provide an efficient and effective service 

A shift in ways of working and thinking is needed to enable HR to make its maximum contribution, and this review recommends that this is undertaken in three phases.



Phase 1  Rationalisation of existing functions



Proposed service improvement targets

Bring together into a single function as many HR activities as is practical, particularly administrative functions, to harmonise approaches across OCC, increase efficiency, and liberate resources. Examples of areas where this could happen include:

· learning and development of generic skills, e.g. recruitment and selection, presentation skills etc

· recruitment especially of administrative and temporary staff

· advertising – enabling clearer branding of OCC adverts and more coordinated use of advertising resources

· police checks



Maximise the use of MIS functions to take full advantage of the potential to release time. Enable self entry of as much information as possible so that staff are responsible for updating addresses etc. 


Phase 2  Improve what we do now

The resources liberated from phase 1 will contribute to work needed to improve and enhance existing services.



Improve management information and reports, maximising MIS capabilities. e.g. Through providing clear management information about staff, leavers and joiners the organisation will be better able to understand who is leaving and why as well as more easily providing required monitoring information.

Ensure existing practices and policies have the desired outcome eg a focus on quality as well as the quantity of appraisals.



Improve and strengthen the opportunities for employees to achieve a healthy work/life balance and have managers promote the concept.  Flexible working should be reviewed and reinvigorated in an equitable way across the organisation. Home working and flexible base schemes could also be expanded enabling people to fulfil their responsibilities, thus meeting the needs of the organisation, at the place and time that best suits their lifestyle.



Phase 3  Areas of new work to develop

These are areas of work that the current personnel establishment does not undertake, but must be developed to address weaknesses identified in the review.



Develop a Human Resources Strategy to meet the identified aspirations.

Develop workforce planning so that the organisational employment needs in the medium and long term are better understood; that there is a clearer understanding of the employment market and the local economy; and that this is matched with focused recruitment strategies.



Strengthen the focus on staff retention and career progression.  This involves a greater investment in learning and development opportunities for all staff, including greater flexibility in the way we structure career progression and how the organisation enables staff to progress internally. Ultimately, the decision will need to be taken as to how the demands of equal opportunities and career progression should be matched up. 



Create an organisational development strategy, capability and capacity.



Service improvement 2

Extend and enhance Learning and Development



Description

Learning and Development is vital to development of staff and is an important link between the strategic priorities and staff development.  The current arrangements for this are fragmented.  The Management Development unit is centrally based, and provides a generic service to the whole organisation.  The departments make separate arrangements for some generic and all specialist training.  This recommendation aims to rationalise existing services to enable a change to the way learning and development is delivered.  A major advantage to this realignment is that it will encourage a consistent approach to career development for all staff.

 

Proposed improvements

Create a corporate Learning and Development Unit to include Management Development, generic training, with an emphasis on development of all staff.  This should also include a corporate induction programme.



Service improvement 3

Improve the way we manage our image 



Description

The Council and how it is perceived has a strong impact on our ability to become an employer of choice.  All forms of communication influence the staff and public perception of the organisation, which in turn has an impact on the way OCC is regarded as a potential employer.  There is already an organisation-wide focus on our image and external communications.  These proposed improvements aim to enhance current work.



Service improvements currently underway

Ongoing improvement of the website includes improved job advertising and the ability apply for jobs on line. 



Proposed service improvements 

Production of a corporate recruitment video to promoting the council activities to be used alongside other recruitment activities.

Provision of a higher profile programme for customer care (this links to more investment in Learning and Development ) 

Further development of the website is necessary, so that it is more easily accessible, more attractive to look at, with enhanced content and links to other relevant sites.

Glossary

OCC
Oxfordshire County Council

HR
Human Resources

MIS
Management Information System

ICT
Information and Communication Technology

CPA
Comprehensive Performance Assessment

SDP
Staff Development Programme

FTE
Full Time Equivalent
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