AGENDA ITEM No.7

EAST RENFREWSHIRE COUNCIL

CABINET
4 June 2015

Report by Deputy Chief Executive

A PROGRAMME FOR OUR FUTURE COUNCIL

PURPOSE OF REPORT

1. To bring forward plans for a new programme of change for East Renfrewshire
Council, building on the work of the Public Service Excellence Programme (PSE) and linking
with a wider programme of organisational development to ensure we remain a high
performing council that can confidently deliver on its key outcomes for residents in a
challenging financial climate.

RECOMMENDATIONS
2. It is recommended that Cabinet agree to:

a) recognise the contribution of the PSE programme, and all the various teams
involved, towards driving change and efficiency since its introduction in 2009,
culminating in cashable savings of at least £4.8 million to date and note that the PSE
programme is now closed;

b) note the progress to develop an organisational development strategy, focused on
developing the Council's 5 capabilities — prevention; digital; modernising; community
engagement; and data, evidence and benchmarking;

c) support working towards a new Vision for East Renfrewshire Council - "A modern
ambitious council, creating a fairer future with all”;

d) note the dialogue with staff to create a set of shared values to underpin behaviours
expected and the work to develop these into a comprehensive leadership and staff
development programme; and

e) launch a new change programme, for the next 3-5 years, to create the modern
ambitious council that we want to be in the future and contribute necessary budget
savings.

BACKGROUND

Public Service Excellence (PSE) Programme

3. The Council has a track record of successfully delivering strategic change including
the PSE Programme which was set up in 2009 to drive change in specific areas across the
Council. This programme successfully modernised and extended our approach to improving
customer experience with more services being redesigned and contact channeled through
Customer First as well as increasing digital services and online ability to pay, book and apply
through our website; in addition new ways of agile working were introduced and processes
simplified and standardised.



4. At the end of the 2014/15 financial year the PSE programme had completed 158
projects and achieved cumulative financial savings of £4.8million with further savings
committed for financial year 2015/16 through projects already ongoing. An initial summary of
the key achievements of the PSE programme as at is attached as Annex 1 for reference.
This was prepared in 2014 and will now be updated to reflect 2014/15 projects. A fuller
update will be provided in the Annual Efficiency Statement in August.

5. Key achievements to 2014 include:

e over 362 CHCP staff working in an agile way out in the community with laptops and
smartphones, seeing more clients and reducing mileage and office space required

e clients regaining independence through Care at Home (£280,000 saved to date)

¢ launch of new Council website, fully accessible to mobile devices, and only Council in
Scotland (top 4 in UK) to pass all 6 Socitim usability measures for the website and
only council to score 100/100 in Google's speed & user experience test

e 18% increase in online contact with the Council
31 new services available one-stop through Customer First and customers served at
first point of contact up by 165,747 per annum

e first in Scotland to offer cashless catering in all schools and 70-80% uptake of
Pay4Schools for online payment of school trips etc — reducing manual processing
and cash handling

o first Scottish Council to launch a Facebook page

¢ new integrated teams for HR, Finance, Customer First and Business Support

e reduction in the office estate (including sale of Rhuallan House and lease of
Barrhead Registration Office) and backlog maintenance down (by £19 per sgqm/GIA)

e recruitment timescales down by 43 days through streamlined processes

e launch of the intranet and internal online services through My Insider — flexi; annual
leave; PRDs; training requests; expenses - leading to reduced paper, quicker
processing and better management information

e design and introduction of bespoke Project Management SQA accredited course for
staff, which builds capacity in change and delivers projects through a mentored
scheme.

6. This significant challenge of undertaking service redesign and leading change
projects at the same time as maintaining high quality service delivery and stable satisfaction
rates should not be underestimated, particularly against a real terms budget reduction of
13% across the lifetime of the programme and with a reduction of 9 Chief Officers and
295.8FTE. It is testimony to the commitment and ambition of the teams and their managers
who have worked incredibly hard to deliver a successful programme.

Five Capabilities

7. In May 2013, the Chief Executive brought a report to Council outlining a programme
of organisational development to support the delivery of the Single Outcome Agreement
(SOA) and to prepare for future financial challenges, by further developing our work on
prevention; community engagement; data, evidence and benchmarking; modernising how
we work; and use of digital technology. These were described as the five key capabilities that
we needed to excel at as a Council if we were to continue our success going forward and
meet our aspirations. It was agreed that they would become the focus of the Council's
improvement work for the next 4 years and that a plan would be developed to ensure that
these capabilities were embedded throughout the organisation and staff supported to deliver
on them - this became the focus of the Council's organisational development work.



Organisational Development, Vision and Values

8. Organisational Development or OD is about helping an organisation to achieve its
vision for the future and involving and engaging employees in that process. It was
acknowledged that this type of development was essential to negotiate and facilitate the
journey that the Council needed to take in order to meet future challenges in terms of:

¢ having to find significant year on year savings, whilst continuing to deliver services
that meet the growing and more complex needs of local people.

e meeting the needs of our growing local population and changing local demographics.

¢ responding effectively to a considerable amount of policy and legislative change such
as the move towards an integrated Health and Social Care Partnership, the national
reorganisation of criminal justice services, welfare reform and increased nursery
provision for 2 and 3 year olds.

e striving to keep up with the ever-changing world around us, highlighting new
opportunities to use partnership and technology to innovate and modernise how we
work.

¢ delivering through partnerships such as the City Deal and our ambitious local plan
that delivers major regeneration, new homes, investment sites, visitor attractions and
improved connectivity.

o formation of new organisations which will be part of the wider East Renfrewshire
‘family’ in the form of the East Renfrewshire Culture and Leisure Trust and the new
Health and Social Care Partnership.

9. The OD Strategy tells the story of how we will prepare and shape our organisation to
be able to deliver our promises to local people in future years. The OD work plan details
specific projects and areas of work that must be completed within a 5-year timeframe in
order for the organisation to be fit for the future. It's implementation will be led by the
Corporate Management Team.

10. The work plan has been developed in collaboration with the council's Leadership
Group of senior managers, bringing together the views and experience of senior managers
from across the council around shared vision and values, management and organisational
style, staff and skills. These have been built round the 5 capabilities and will strengthen the
ability of the Council to deliver on its 5 outcomes.

11. The vision of ‘A modern, ambitious Council, creating a fairer future with all'
reflects our priorities around the 5 capabilities and the 5 outcomes for our residents agreed
by members. We have high aspirations and expectations of our staff and our partners, as we
continually strive to be better at what we do. This drive comes from the Council’s clear desire
to create a more equal and fairer society for our communities, hand in hand with our partners
and the people who live there. (see Annex 2).

12. Following engagement with staff across the Council, the organisational values have
been defined as caring; trustworthy; innovative; efficient and person-centred.

13. We have made a commitment to develop the leadership skills of our senior and
middle managers to make sure we are working together in a supportive and empowering
way that emulates our vision and values. A set of key leadership competencies has been
developed to shape an ongoing development plan for our workforce. This competency set
will also provide a framework for personal development, succession planning, recruitment
and selection, and performance management. In addition, there will be a renewed focus on
employee engagement and communications to enable staff, especially those who are not
office based, to link with one another, and to be able to participate in communication with
their managers and teams.



A NEW PROGRAMME OF CHANGE FOR EAST RENFREWSHIRE COUNCIL

Closure of Public Service Excellence (PSE)

14. In October 2014, the Corporate Management Team (CMT) met to consider external
assessments of the Council's readiness for change and a proposed future mandate for
change, built on comprehensive work with the Council's leadership team.

15. It was concluded that East Renfrewshire had a "good track record in delivering
change and improving working practice”. It was acknowledged that numerous projects had
been delivered by the PSE programme since 2009 and that there were a significant number
of projects continuing to run. It was however noted that the "pace, nature and complexity of
the next wave of transformation was clearly different in its scope and intensity"; in short the
Council needed to achieve a much more significant savings target for future years whilst
seeking to continue to provide quality services and deliver on SOA commitments.

16. It was therefore agreed that the Council needed a refreshed approach to change,
with a clear direction of travel, sound governance and fundamental service redesign at its
heart. This meant drawing a line under the current PSE programme with a recommendation
to close this programme and migrate critical ongoing projects to a new programme based on
future priorities and capacity to deliver change. It was also recognised that the OD work
would be a key element of delivering the ‘people’ element of this change.

A Programme for Our Future Council

17. It is proposed that the Council launches a new programme of change for the next 3-5
years. The CMT has been working over the last 6 months to develop this programme which
will create the future Council that we want to be.

18. This programme will be driven towards a picture of what the Council will look like in
future years. It builds on the 5 capabilities and enables future savings contributions. It is an
emerging picture which will develop over time. Given that a lot can change in 5 years, it is
not possible to paint an exact picture of the future but it is possible to plot a forward direction
by building up our capabilities. The key concepts of this can be described as follows:

We are innovators in service delivery; at the forefront of digital using technology
in everything we do. Our services and customer payments have all been
redesigned from a customer perspective and are all available digitally (24/7; 365
days a year). They are used as first choice because we have made it easy and
supported people to build their skills; no one will be limited by background or
circumstance. Our systems are modern and joined up and we will have access
to meaningful data that helps us learn and improve and really understand our
customers. Internally we have modernised the way we work, taking out
unnecessary approvals, duplication and manual processes; instead they are
automated, digital and paperless where possible, avoiding rekeying of data. Our
employees are guided by the values we jointly set and we have broken down
old fashioned hierarchies and become less formal and more empowered. Our
offices have less floor space with a pleasant environment where staff can
collaborate and work together as well as having quiet space when needed.
More of our money is spent on preventing our most vulnerable residents falling
into a cycle of poor health, poverty and despair. In return we ask that local
people do what they can for themselves, their families and their communities.
We have worked together to empower the community and build resilience and
capacity. Local people have the ability and control to choose services that are
personalised to their individual need. We are modern and ambitious in our



vision; making our budgets go further; and responding to increasing local
demands creating a fairer future with all.

19. It is impossible to describe what life will be like for staff in the future in a few words.
We will be building on the above concepts by developing “animations” (a form of powerpoint
presentations) to help explain, visually, the changes the Council will be undergoing.

20.  We will also be developing this work at departmental and service level and with the
Health & Social Care Partnership (HSCP), to help everyone understand what this vision
means for them and for their service users. This will then be implemented through a
programme of service redesigns based on the 5 capabilities.

21. In launching a new change programme, we will focus on the key things that will make
the difference to modernising and digitising Council services. Each Department of the
Council and the HSCP will have its own change programme reflecting their priorities for
modernisation and redesign, underpinned by a cross-cutting programme of enabling
workstreams. Many of these priorities will also be determined by savings commitments
already made.

22. Work is currently ongoing across departments and the HSCP to define the content of
the new change programme. With its predecessor, PSE, now closed it has been necessary
to reassess all ongoing projects in terms of critical resources, timescales and benefits
expected. It is envisaged that some work already ongoing will be migrated across to the new
programme, alongside the final stages of the transfer of services to a Culture and Leisure
Trust.

23. As regards the rest of the programme, it is envisaged that there will be two categories
of work made up from associated projects. They are:

¢ departmental change programmes, some of which may cover cross-cutting themes
such as Digital and Agile Working; and

e cross-cutting programmes of enabling work that will be managed organisation wide
and may affect all or multiple Directorates.

26. The aim is to empower staff to redesign services locally, guided by the 5 capabilities
and moving towards the emerging picture of what our future Council will look like. CMT will
provide the leadership and governance of the change process to ensure the necessary
benefits emerge from the programmes. Further detail on the new programme will be
available in the Annual Efficiency Statement in August.

FINANCIAL IMPLICATIONS

27. It is proposed to fund the change programme through existing funding sources such as
Spend to Save; the Modernisation Fund and through the Capital Programme (e.g.
investment in ICT). The programme will have the delivery of savings; efficiencies and
benefits at its heart and will be a key enabler in the delivery of challenging future budget
targets.

28. With a programme as ambitious as this, there will be occasions when there will be limits
on what the Council can deliver through its own internal resources. External expertise may
also be required to support some of the change process where this will help create the future
Council and fast-track innovation. These enabling resources will be used for that purpose.



29. A fully developed resource plan and risk register will be prepared to ensure all risks
are fully understood with a programme of this breadth and scale and that resources are in
place for taking forward the projects assigned to each financial year.

CONCLUSION

30. The context in which we operate is becoming ever more complex with more and
more demanding budget pressures; demographic demands; policy and legislative changes;
changing service delivery models; increased partnership working and increasing
expectations of technological improvements.

31. In launching a new programme for the future Council, the challenge will be to balance
our huge ambitions and the drive to achieve this exciting picture of the future with the
practical realities of available resources. This will mean tough decisions, sound governance
and rigorous prioritisation.

32. To achieve this we will need investment in: skilled, experienced resource;
underpinning technology; research and development; staff skills; leadership; modern
workspaces; communication - these will be funded in various ways, seeking to be creative
with resources and utilising funds such as Spend to Save, the Modernisation Fund and the
Capital Programme. We will need to value the disciplines of project and programme
management and use these to provide strong governance and leadership. All of this will be
grounded in the wider approach to organisational development, including a new vision,
values and leadership competencies gearing us to operate as "a modern, ambitious council,
creating a fairer future with all".

RECOMMENDATIONS
33. It is recommended that Cabinet agree to:

a) recognise the contribution of the PSE programme, and all the various teams
involved, towards driving change and efficiency since its introduction in 2009,
culminating in cashable savings of at least £4.8 million to date and note that the PSE
programme is now closed;

b) note the progress to develop an organisational development strategy, focused on
developing the Council's 5 capabilities — prevention; digital; modernising; community
engagement; and data, evidence and benchmarking;

c) support working towards a new Vision for East Renfrewshire Council - "A modern
ambitious council, creating a fairer future with all";

d) note the dialogue with staff to create a set of shared values to underpin behaviours
expected and the work to develop these into a comprehensive leadership and staff
development programme; and

e) launch a new change programme, for the next 3-5 years, to create the modern
ambitious council that we want to be in the future and contribute necessary budget
savings.
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PSE Programme |
m Improved , Clearer ' Increased '

4)  Asset management

outcomes customer efficiency . Office estate down
focus . Rhuallan House being sold
. Barrhead Registration Building leased

. J Backlog maintenance down by £19 per sqgm/GIA
Headlines . 362 CHCP staff agile so planned use of buildings down from 18 to 4

& desk: staff ratio improved in preparation for new health centre

Satisfaction with ERC A real team approach to projects E £100K cost avoidance from online P&TS stock condition survey
services stable at 76% . New housing asset management system installed
Workforce down 295.8 FTE o Open plan office environment - floor 1 HQ

13% reduction in real terms

revenue budget Cash saving

Chiof Officers down © £4.103,000 9]  Support activities streamlined
(from 27 to 18] @ . 3 x integrated Business Support teams in 3 departments
. IT systems rationalised & linked (e.g. Seemis/eFins & Civica/Icon)
C t - . Over £200K saved from web printing & print review
ustomer view . Intranet launched
. E-learning live
" . 40% reduction in number of employees on casual contracts
SIS Ioelterl s 0910 | 1011 | 1112 12/13 13/14 . Employee start date to contract issue reduced from 20 days to 7 days
Customer focused 83% 76% 79% 75% 78% . Recruitment end-to-end times down by 43 days
Efficient 79% 73%  75% 70% 77% E’ggxﬂgaiﬂafz'ﬂté%’(; geonb;'e working
Modern organisation 69% 66% 75% 72% 72% O Schools using e-procurement

Workstoreduce  4g%,  44%  50% 38%  45%

bureaucracy PSE - supporting service change

Keeps costs down 55% 55% 57% 52% 61%

Barrhead Foundry
development

Clients regaining
independence through
Care at Home £280K saving
delivered to date

Delivery Against our PSE Principles:

1]  One Council

. New service support model Integrated, digitised systems Leisure transformation
-HR - My Inside_r - online expenses; Housing & Trust development
- Finance information; PRD; training repairs
NClstomer First - Online flexi & afmual leave redesign
- Business Support - Less paper; quicker process

- Facility Support

2) Clearer Strategic Intent

§5 ~ Golden thread though . Outcomes focused

- SOA ODP & onwards . Streamlined

. Performance reporting C Generated electronically

3] Customer First as main point to handle enquiries

Customers dealt with at first point of contact up 165,747 per annum
New services into Customer First 31

Multiple transactions in one

Integrated Registration & Customer First

Multi-skilling of staff
Housing repairs call answer rate up 25%

Services online

Socitim 4* rating
New Council website
522,000 unique web visitors a year

Fully accessible to mobile devices - one of only 3 in Scotland
Huge increase in online pay/book/report/apply services
Annual Online payments up

First in Scotland to offer cashless catering in all schools

Pay 4 Schools 70-80% uptake

Online planning applications 40-50% uptake

1st Scottish council to launch Facebook. Growth of 54%
followers in 2013-2014.
Twitter - highest conversation rating & 2nd for % population
1000 service agreements in place for CHCP self-directed support

Shift in contact through customer first

Phone down

18%

Face to face
down

1.5%

Online up Email up

18% A 1.5%

Organisation Development

Embedding the 5 capabilities -
Prevention; Digital; Community engagement; Data; Modernisation

Fi\/E Capabilities

i o oy E risgy.
Qve\/emt/o,7 Digita/ oy ng@% Data S\ode lsa%/)

® 09 &

SQA project management accreditation - 17 candidates
Basic project management course - 43 staff

%,
cr

New training includes agile teams; successful change;
project management

What’s next? — A new agenda for change

. Continuing financial challenges

. Even better customer experience

. Delivering through digital services

. Improving assets & agile working

. Further collaboration

. Processes simplified and standardised

. Service re-design
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We are here to make
peoples lives better

24

We are all guided by
a single vision to be
“A modern, ambitious
council creating a
fairer future with all”

4

To be

the best
WwWe are
developing
excellence

across 5
areas

We work as one to delwer

Early Years Learning, Economy and Safer, Supported
Life and Work Environment Communities
Al children in
East Renfrewshire East Renfrewshire East Renfrewshire is East Renfrewshire
£xp e stabl idents are fit and a thriving, attractive residents are safe and
and secure start to active and have the and sustainable place supported in their
their lives and are skills for learning, life  for residents and ities and
supported to succeed.  and work. businesses to grown. homes.

Prevention

Wewilll ...
choosa to prevant
problems from
DGCUrTing in our
communitias, rethor
than trying o fix
what has alresdy
DONG wWrong.
Wewilll ...
instnctvaly taks

B prevantetie
epproach in our
diaily wark, placing
childran, carly yaars
snd tha reshlamant
of owr elderly st the
heart of how wa
plan senices

Digital

We will ..

chooze to ba digital
by defaul: wharawar
possibla. W il
exmming mnd digitica
oUr processes to
maks it sasy for
people to BCCASS DUr
SeErvices onina.

We will ..
encouwrege local
people to USE U
wabzits and social
madia to spask to
us, and each othar,
24,7, 385 dayz

= year.

Community
Engagement
We will .

pleica & high valus
an fistaning to local

peopls and asking far

their viaws. Wa wil
work hand in hand to
plan and delivar tha
servicas that truly
meka livas bettar.
We will ...

listen, understand
and respack.
empowEring our
communitics to do

more for themzakas.

We will ...

=aak and cherg
meaningful
informiation ta plan
our servcas and
measura if wa ara
geksing it right.
Wa will not callact
numbers for tha
=aka of it.

We will ...

usa dats to plan, wa
will guidence what
warks, and we wall
benchmark what wa
dowith thosa who
rmight bs doing it
bettar.

Older People

Older people in East
Renfrewshire are valusd;
their veices are heard
and they are supported
to enjoy Full and pesitive
lives for longer.

F\VE Capabilities

OLOOJO,

Modamisation

Wewill ..

continually loak for

and improva how
wo do things. We
will maks it cacior
for local people to
BGCEESE DU SEMVGES

Wewill ..

Put B Stop o
buresucracy and
inafficant processes
W will focuz on
what iz bast for local
paople and not whst
is easiast for us.
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