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HR Vision



Working in Partnership
Making Oxfordshire County Council more effective in terms of our people and performance is not something that HR can do alone – hence the Smarter 2 Partner badge.  Working together and implementing the strategy will mean:

Doing things better:

· improving and modernising our recruitment strategy, policies, practices and processes

· refreshing our corporate induction programme

· enhancing our performance management system

· increasing access to learning and development opportunities for all staff

· embedding diversity in how we work

Doing things differently:

· changing our corporate image to help us attract people to come and work for us

· widening workforce planning so that we know what resources we need

· introducing succession planning and career management to provide opportunities for progression

· transforming our leadership as well as processes and systems

Doing things to support change:

· providing support for managers and staff in embracing change

· creating a nurturing and innovative environment

· motivating and gaining commitment from all staff to improve our performance

· valuing, recognising and rewarding contribution more effectively

Making full use of ICT developments and moving to a more flexible working environment are key enablers to our success in implementing the strategy.

Positioning

The rest of this document outlines:

· Some key facts to give the context in which the HR Strategy sits and which have informed our priorities for action.

· The key activities we will be progressing – not an exhaustive list of what needs to be done but where we will initially focus our efforts in terms of delivering the HR Vision.  These are:

· HR Service Plan 2004/05

· HR Policies and Procedures

· Recruitment

· Performance Management

· Learning and Development 

· Talent Management

A Programme Board made up of the Directorate HR leads and a number of senior line managers, chaired by the Head of HR, will direct the implementation of the key activities.  Each activity has an outline of what we are currently doing and what we plan to do in this document.  Detailed implementation plans and progress reports for each activity will be posted on the intranet later in the year.

Responsibilities are also outlined against some of the key activities, focusing on HR and the Line.  Successful strategy implementation engages all stakeholders.  This may be our HR strategy but, in the spirit of partnership, the line are critical in making change happen.  Managers must:

· participate fully in the process

· demand regular, two-way dialogue with HR

· communicate with their teams

· be change advocates

· Key Measures/HR Scorecard – how we will ensure that we are on track
· Other sources of information – Useful Links and HR Contacts
Some Key Facts

Listed below are some key facts about the Council with some external comparisons where appropriate, together with some feedback from the staff survey.

These have been used to inform the development of our HR Strategy and to highlight the activities where we should initially focus our efforts.

As at 31 March 2004:-

· we employ 18,730 staff and are the largest employer in Oxfordshire (6% of all employees in Oxfordshire)

· 81% are women and 19% are men (54% of the workforce in Oxfordshire are male, female 46%)

· 2.9% are from ethnic minority communities (ethnic minority communities represent 3.7% of the County’s workforce)

· 1.6% are disabled 

· 59.5% work full-time; 40.5% work part time (33% of females and 4% of males work part time in Oxfordshire)

· 47% of our staff have been with us for 10 years or more; 29% for 20 years or more

· our employment costs are about 50% of our total costs

· unemployment in Oxfordshire is 2.1% compared to a national rate of 4.8%

· high property prices in Oxfordshire contribute to recruitment and retention problems.

· excluding schools, we spend 1.3% of payroll on training (County Councils spend 1.6% of payroll on training)

· our ratio of HR staff to employees is 0.60% (ratio in local government is 0.71%)

From the Staff Survey:-

· 77% of staff are satisfied with their job, 75% know what is expected of them and 52% feel valued

· against external benchmarks, more staff are positive about corporate leadership of the Council (36%) and its strategic vision (44%) but staff are less clear about our objectives, values and priorities

· over 50% have had appraisals and 68% found the review useful

· only 48% of staff feel they have opportunities for training and career development.

· 26% feel they are consulted about change

· 45% feel there are mechanisms to respond to their concerns

Key Activities

HR Service Plan 2004/05

Service Plans were introduced across the Council this year to ensure that we were focused on the key business priorities.  The HR Service Plan therefore serves as a starting point for the culture change we are looking to achieve.  It acknowledges the notable success the function has already achieved, including:

· The maintenance of good industrial relations through a time of major change

· The development of a robust approach to performance management

· Pioneering work on management development which has engaged more than 500 managers across the Council

· Carrying out a Job Evaluation of most of the Council’s staff

· Bringing payroll back in house to provide an improved and cost-effective payroll service

· Implementation and ongoing development of the MIS system

Details of how to view the various Service Plans are included in the Useful Links section of this document.

The HR Service Plan gives a complete Implementation guide including success criteria and targets against the following priorities:

· Develop a fresh approach to Human Resources

· Ensure effective performance management across the County Council

· Prioritise and support organisational change and development

As with the other key activities which follow, success will only be achieved and sustained by the HR function working effectively with our various business partners and delivering the Smarter2Partner brand.

HR Policies and Procedures

Our HR Policies and Procedures form the basis of how we interact with our managers and staff as well as with our prospective employees and business partners.  As such they are key to how we will be seen to be doing things better as well as being critical in supporting our people to deliver change.

The Key Facts highlighted earlier suggest that although we are the largest employers in Oxfordshire, and would like to be the role model in terms of best practice, we are not quite there yet.  There is, however, a lot of work currently underway and planned to address this.

What we are currently doing

A comprehensive review of our policies is currently being undertaken and many have already been agreed and are on the intranet, including the Adoption Leave Scheme, Comprehensive Equalities Policy and the Paternity Scheme.  Others that have been agreed but are yet to be posted include policies on Driving and Mobile Phones and Career Break Scheme.  A further range of policies including Alcohol and Drugs, Dignity at Work and Discipline are still awaiting consultation and sign off.

What we plan to do

There are other policies and procedures that require further development.  These include Induction/Probation, Investigating allegations, Recruitment and Selection Guide, Redeployment, Relocation, Retirement and Stress.  We intend to have produced a comprehensive Managers Handbook (accessible to all on the intranet) by March 2005.

Responsibilities

This is a key activity where partnership has been very much in evidence.  All of the HR Policies and Procedures are being reviewed and agreed by a Joint Member and Officer Consultation Forum (including HR and Line Managers).  As we move forward:-


HR      

· will ensure our policies and procedures are kept up to date with reference to ever changing legislation/best practice

· will ensure “light touch” wherever possible and will seek customer feedback

Line   

· will ensure that they have regular dialogue with HR, identifying what works, what doesn’t and securing improvement

· will preserve the integrity of agreed policies and procedures by adhering to the corporate agenda the policy supports


Recruitment

Earlier this year a series of Risk Management workshops was held across the County Council with the aim of helping Heads of Service and their teams identify risks associated with their service plans.  Recruitment and retention were identified as our greatest single risk.  

We are seeking to recruit against a background of high employment levels and high property prices in Oxfordshire.  The need for us to review our current recruitment priorities is therefore crucial if we are to attract, recruit and retain the right people to deliver our strategic aims and objectives.

What we are currently doing

We are undertaking an organisation-wide process re-engineering exercise to understand how we recruit at present and why we do it the way we do with the aim of gaining consistency and improving the speed of the recruitment process across the Council.  The first stage of this exercise will be completed in August 2004.  The current work has uncovered some alarming statistics:-

· 2003/04 turnover rate of approximately 20%

· 21% of people recruited over the past 12 months have left within a year

· approximately £1.2 million spent on advertising last year 
· estimates vary, but suggestions that we spend about £4 million per year on temporary staff
What we plan to do

From the initial findings of the re-engineering exercise we intend to:-

· create the capacity to do the things we are not currently doing

· identify the true costs of the process and thereby indicate where savings might be made

· provide a clear brief for our procurement partners to leverage real value from our chosen suppliers

Responsibilities

· A critical activity where HR and the line in partnership must ensure that even unsuccessful candidates have a good experience when applying for jobs with the council (our corporate image) and that we recruit in line with our equality and diversity policy.

HR 
-
will ensure that we get best value from suppliers engaged 

· will ensure that we do all we can to remain competitive in the marketplace

Line
-
will work with realistic expectations and role descriptions

· will provide clear and valid person specifications

Performance Management

Put simply, performance management includes activities to ensure that goals are consistently being met in an effective and efficient manner.  Performance management focuses on the performance of the organisation and everyone who works in it.  Our people expect (and deserve) to know how they are doing against clear and realistic expectations.  

We tend to recognise the importance of “processes” of performance management (planning, appraisal etc.) more easily than the “behaviours” that support it. We have made good progress developing our processes, which are captured within our performance management framework.

What we are currently doing

We have established a performance framework that encompasses the major elements of effective performance management.  Significant development has taken place in each of them.  The framework includes:

· Strategic and operational planning – that includes the Oxfordshire Plan and Directorate and Service plans.

· Risk management

· Performance monitoring – a well-established quarterly process, reporting performance and progress to deliver our priorities to CCMT and the Executive.

· Project management 

In terms of individual performance we have made great progress (although there is more to do) and we are tackling poor performance more effectively through the introduction of “Six Steps to the Management of Poor Performance”.

What we plan to do

There are several major challenges ahead.  Of these, developing a performance-orientated culture focused upon a strong commitment to corporate and directorate priorities represents the greatest challenge and the area in which you are likely to yield the greatest improvement in performance.

In each aspect of the framework further development is required to build on the progress achieved so far.

We will further develop our appraisal process building on the progress made this year.  In addition, we will increase our focus on the skills and behaviours that supports our performance management framework.  A review of our Manager Standards and a proposal for best way forward will be completed by October 2004.

Learning & Development 

The key to improving the performance of any organisation lies in developing the capability of its people.   Investing in individuals through the effective implementation of a learning and development programme provides learning opportunities that will help them improve their performance and fulfil their potential.  It will also act as a retention tool – an important consideration given the costs involved in recruiting the right people.

What we are currently doing

There is already a successful management development programme in place.  Building on this, and following the Developing Our Staff Review, a group of our Learning and Development managers have been working on producing a corporate Learning and Development strategy and plan for the Council.  An update on the project will go to the Best Value Committee in July 2004.

There are already many good examples of training happening across the authority, for example in the area of Diversity there are access courses in Community Safety, ACAS course in E&E and L&C and S&HC work books on race.

What we plan to do

One of the early recommendations of the learning and development project is the production of an organisation-wide programme to address training needs that are common to all services, for example training in ICT health and safety and customer service.  At the same time our successful management development programme will be realigned to deliver against our strategic priorities – an integrated learning and development programme will be produced by the end of October 2004.  In the meantime the current Management Development programme will continue to be delivered.

There are well developed training functions within our Directorates and these will still have an important role to play in addressing specific needs for services including professional development.  These activities will keep us on track for IIP re-assessment in December 2004.  

Responsibilities
HR           -
will clarify what options are available and advise on best fit solution for individual development

· will use information from personal development plans to inform the ongoing learning and development programme

Line          -    will understand the aspirations of their people and reflect these and organisational requirements in personal development plans

· will monitor progress by regular review and will engage HR accordingly 

Talent Management

Although very much linked with our Learning and Development activity, this introduces some new activities not currently being undertaken (or not consistently so across the Council) and therefore warrants separate mention.  For the purpose of this strategy, we are using the talent management badge to focus on:-

· succession management

· career development framework

· workforce planning

In headline terms, this activity is about growing our own talent.  We have already identified Recruitment as a key activity where we need to do more; when we have managed to attract and recruit the right people we must ensure that we effectively manage, develop and retain our talent.

What we are currently doing

In basic terms, not enough!

Social and Health Care have a clear Workforce Plan which sets out a strategy for growing for growing and developing the workforce to meet the challenges in the Social and Health Care Plan.  In addition, there is the activity underway on appraisal, personal development plans and the learning and development project which inform our talent agenda.

What we plan to do

Using the three headings above:-

· We will develop our succession management capability and introduce succession plans, initially covering the senior management teams across the Council by March 2005.

· We will design and produce a career development framework, again by March 2005, which will be linked to our integrated learning and development programme and will inform our people that career development (and progression) is alive and well in the Council.

· We will look to replicate the workforce planning activity undertaken by Social and Healthcare to develop progressive workforce plans throughout the services.

Key Measures/ HR Scorecard

We already have a range of measures which we use to measure our performance, including:-

· targets in terms of various Best Value Performance Indicators (BVPIs)

· the Comprehensive Performance Assessment (CPA)

· Audit Commission Requirements (ACRs)

· Investors In People measures (IIP)

· Staff Survey Results (SSRs)

· External Benchmarks (EBs)

We will continue to use these and any other measures required to achieve and sustain a ranking as an outstanding authority.  We will also introduce an HR Scorecard on the following lines to track our success in delivering the HR Strategy and securing real progress with our people and performance agenda.



Useful Links 

Our Aims, Objectives and Values
http://10.200.1.200/information/strategic-objectives.htm


Our Strategic Priorities
http://10.200.1.200/documents/strategy_policy_plans/CouncilPriorities2004-05.doc


Raising Our Performance 2
http://10.200.1.200/documents/strategy_policy_plans/ROP2/ROP2.htm


Service Plans
http://10.200.1.200/documents/service_plans/default.htm


@ Work
http://10.200.1.200/at-work/index.htm


Equality & Diversity Policy
http://10.200.1.200/RR/documents/EqualityPolicy_000.pdf


Economic Development Action Plan
http://10.200.1.200/documents/service_plans/C059-04%20-%20Environment%20&%20Economy.pdf


Making it Happen – Managing Performance Appraisal
http://10.200.1.200/documents/service_plans/C059-23%20-%20Systems%20and%20Performance%20Management.pdf


Management Development
http://10.200.1.200/mgmtdev/index.html

Key HR Contacts

Community Safety
Vivien Trafford
(01865) 855235

Environment & Economy
Val Farmer
(01865) 815779

Learning & Culture
Sue Tanner

Kieron Shortt
(01865) 815472

(01865) 810255

Social & Healthcare
Vicky Field
(01865) 815752

Corporate HR
Sue Corrigan
(01865) 810280

Performance & Review
David Lines
(01865) 810150

Management Development
Bonnie McKenzie
(01865) 815249

“In Raising Our Performance 2, we commit to taking a fresh approach to Human Resources (HR).  This has led us to develop an HR Strategy that will bring about culture change and establish a keener link between people and performance whilst reflecting all our values and supporting excellent service delivery.  I believe this new approach will help us achieve our aim as a County Council to improve the quality of life in Oxfordshire.  





We have called the strategy Smarter 2 Partner, which is a fresh brand.  This reflects the importance of partnership to the delivery of our services priorities.  It also points to the importance of partnership between our HR function and our front-line services to both people and organisational issues to improve our overall performance as a County Council.





We want this strategy to be accessible to all our staff.  With your help and support of this strategy we will make Oxfordshire County Council a great place to work.”





Richard Shaw


Chief Executive





“I would like to see an HR strategy with teeth, that focuses on the cost effective delivery of services.  Reviews of other authorities indicate a direct correlation between strong, business-led HR functions and higher CPA ratings.”





Keith Mitchell


Leader of the Council
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SMARTER2PARTNER





“I look for a strategy which supports and develops those who work for the people of Oxfordshire.”





Dermot Roaf


Deputy Leader of the Council





INSERT PHOTO





MAKING OXFORDSHIRE COUNTY COUNCIL A GREAT PLACE TO WORK





“We all face many challenges and opportunities as we strive to manage our current activities consistently better, do things differently to create the future and provide support to our managers and staff in embracing change.  I am convinced that by working together across the HR function and in partnership with our various business partners we will achieve the HR vision – Making Oxfordshire County Council a great place to work.”





Steve Munn


Head of Human Resources





In headline terms, our HR Strategy is about:





ensuring that we have the right people in the right place at the right time – attract, recruit, reward and retain.





enabling our people to give their best in an inclusive environment – clear expectations, performance review and appropriate development and training.





working with our various business partners to deliver excellent service to the communities we serve – balancing a corporate framework with Directorate flexibility.





giving particular focus to a small number of key people and performance activities, securing success and making it stick – culture change.





Leading Edge


CPA fair -> excellent 


Best practice policies


Improvements against EBs


ACRs





Supportive Culture


Improved SSRs & BVPIs


IIP accreditation





Legislation


Corporate governance


Scrutiny


Managing Risks





Improved processes


Efficiency savings


Improved Attendance


Managing Costs





We will also:





keep abreast of best practice on HR issues and adapt these to our requirements


maintain and improve communications with all our stakeholders including clients, partners, members, staff and the unions and listen to what they say about our performance 


maintain and improve wider consultation with the people of Oxfordshire in reviewing how we work and what we do


provide professional development for our HR teams
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