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1.0 SUMMARY

1.1. This paper proposes a remit for a short review of the senior management  structure of Services to People (StP), to be conducted over the next three months. The focus is on the Director post with the aim of assessing the capacity of the post to encompass and ensure effective delivery across all the areas of the service. The timing is linked to the issue of the Chief Executive post, as the present appointment is on a temporary basis until 31 December 2008.  Council will need to ensure that arrangements are in place from January 2009, so will need to consider the issue in summer 2008.    
2.0 RECOMMENDATIONS

2.1. Council is invited to approve proposals outlined below for a review of the senior management arrangements within StP, the output of which will be a report to Council seeking approval for any changes recommended as part of the review process.  
3.0 BACKGROUND

3.1. The Council has revised its senior management structure several times since its inception in 1996. While each exercise has been carried out with a specific aim, the overall direction of change has been to promote greater integration of services, streamlining/reduction of chief officer level posts, and associated cost reductions. The present formal structure was agreed in January 2004.  (Council Report of January 2004 is attached as Appendix A) 
3.2. This structure comprises 3 major divisions headed at Director level (Corporate Development, Development & Environment, & Services to People), plus 11 Heads of Service Posts.  The current actual staffing establishment level of Chief Officer posts in the Council is 15 (14 actually in post), which is the lowest level in the Council’s history; having reduced from 19 in year 2000 and 16 following the 2004 review.
3.3. In January 2007, Council agreed the retirement of the Chief Executive and arrangements for his replacement.  Due to the number of potential major changes impending at the time, Council decided that the appointment was to be  made on a temporary basis until December 2008, with the possibility of renewal thereafter. Council also decided that the post should be advertised internally with a view to some combination of the current duties of the successful candidate with the Chief Executive role. ( Relevant extract from the Council report of January 2007 is attached as Appendix B).  
3.4. Among the major areas of potential change identified is the examination of joint working arrangements with Stirling Council. The feasibility study has now been concluded and the political monitoring groups of each Council will shortly meet to consider the report findings. It is expected that their views will proceed to Council for consideration prior to the summer recess.   
3.5. The Director of StP was appointed CE with effect from May 2007, since when his post has been left vacant. A number of adjustments have been made to the remits of individuals within the service to provide backfill support, but these do not fully cover the reduction of the Director level post. 

3.6. While justified on strategic and pragmatic grounds in each review, the reductions in management capacity of the Council have been noted with some concern both internally by officers and members, and in external audit and inspection reports.  The recent Best Value Audit commented on the Council’s ambitious agenda exceeding our capacity for effective follow through. 

3.7. Concern about management capacity is most acute within StP. In addition to the current Director vacancy and temporary cover arrangements, in the Service the posts of Head of Childcare and Head of Inclusion have been deleted, although some of the latter’s responsibilities  transferred into the Chief Executive’s Service post of Head of Strategic Policy. 

3.8. StP is by far the largest service within the Council, covering major public facing services of Education and Community Services, Social Work and Housing, all facing substantial challenge and change.  It accounts for around 75 % of Council resources in terms of employees and revenue budget.  In contrast to the reduction of senior management posts, overall staff numbers have increased in response to additional functions, growth in demand, and the local implementation of national initiatives.

3.9. It is now an opportune time to look again at the senior structure, organisation and capacity of StP to ensure its fitness for purpose in strategic service development and effective delivery. Set out below is an outline proposal for such a review.    

3.10. Remit. The focus of review should be to examine the span of responsibility and accountability of the post of Director of StP in the context of the overall management structure of the Council, including. 
· CE & Directors 

· Corporate Management Team
· StP senior management, including Heads of Service, Headteachers and senior service managers

3.10 It should examine the interface with key stakeholders including;

· Council Administration office holders & other elected members

· External partners, including government departments and agencies, public sector partners and community groups
3.11 Key questions to address include
· Coherence of functions marshalled under StP
· Division of StP into 2 or more separate Directorates  

· Allocation of some StP functions into other Divisions (eg support services, facilities management and so on) 
· Senior management support capacity within StP at Head of Service & Service Manager level.
3.12 Conduct of review. Under the terms of  the Scheme of Delegation the Chief Executive has authority to review Chief Officer organisational structure in consultation with Head of Human Resources, while approval of key roles and responsibilities is reserved to Council.  That the decisions rest with the Council, is of particular relevance given the potential reference to the future CE appointment. 
3.13 Methodology. An external specialist management consultancy should be commissioned by the CE to undertake the review, following a competitive process in line with Financial Regulations. While it would be for the consultant to outline the proposed method of conducting the exercise, key deliverables include:

· Interviews/consultation with key stakeholders

· Benchmarking/reference to best practice in comparable organisations

· Feedback on interim conclusions  

· Identification and costing of options

· Advice on implementation of changes including assessment of identified risks

· Implications for the CE appointment post December 2008

· Recommendations set out in a formal report.   
3.14 Timescale & budget. The review should be concluded within a timescale  which allows a formal report to Council prior to the summer recess. The cost will be determined by the competitive process and within Financial Regulations. Current management vacancy of the Director post provides capacity to fund the review within existing staffing budgets.
4.0 CONCLUSIONS

4.1. The functions included in StP are of major significance to the Council ,and the community it serves, so ensuring the most effective organisation and provision of senior management leadership is a key responsibility.

4.2. Experience of the current arrangements, coupled with the knowledge that further changes over the next year are inevitable, given the connection with the nature of the Chief Executive  appointment,  means that a review of the Director post in its full management context is timely. 
4.3. The proposals outlined in this paper provide a basis for fleshing out the remit and deliverables by commissioning a review for completion, within the timescale required, to allow Council consideration of recommendations prior to the summer recess. 

5.0 SUSTAINABILITY IMPLICATIONS

5.1. None


6.0 FINANCIAL IMPLICATIONS

6.1.  Review cost will be met from existing staff budgets.
6.2.
Declarations
(1)
The recommendations contained within this report support or implement Corporate Priorities, Council Policies and/or the Community Plan:

·      Corporate Priorities (Key Themes) (Please tick  MACROBUTTON UncheckIt ()
Achieving Potential





 MACROBUTTON CheckIt (
Maximising Quality of Life





 MACROBUTTON CheckIt (
Securing Prosperity





 MACROBUTTON CheckIt (
Enhancing the Environment





 MACROBUTTON CheckIt (
Maintaining an Effective Organisation




X
· Council Policies  (Please detail)

· Community Plan (Themes) (Please tick  MACROBUTTON UncheckIt ()

Community Safety     





 MACROBUTTON CheckIt (
Economic Development





 MACROBUTTON CheckIt (
Environment and Sustainability





 MACROBUTTON CheckIt (
Health Improvement





 MACROBUTTON CheckIt (
(2)
In adopting the recommendations contained in this report, 

X
the Council is acting within its legal powers. (Please tick  MACROBUTTON UncheckIt ()

(3)
The full financial implications of the recommendations contained
X
in this report are set out in the report.  This includes a reference
to full life cycle costs where appropriate. (Please tick  MACROBUTTON UncheckIt ()

____________________________
Head of Service

____________________________
Chief Executive
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