POLICY REVIEW & PERFORMANCE SCRUTINY
26 OCTOBER 2011

Present: Councillor Dianne Rees (Chairperson);
Councillors Burley, Carter, Chaundy, Goodway,
Hyde, Brian Jones and Montemaggi

Apology: Councillor Walker

23: MINUTES

The minutes of the Policy Review & Performance 8oyuCommittees
held on 28 September 2011 and 7 October 2011 wgpeowed as a
correct record and signed by the Chairperson.

24: DECLARATIONS OF INTEREST

The Chairperson reminded Members of their respditgionder Part Il
of the Members’ Code of Conduct to declare anyra@diein general terms
and complete personal interest forms at the staiteomeeting and then,
prior to the commencement of the discussion ofitem in question,
specify whether it is a personal or prejudiciaknesst. If the interest is
prejudicial, Members would be asked to leave theetmg and if the
Interest is personal, Members would be inviteddy,sspeak and vote.

25 CHAIRPERSONS ANNOUNCEMENT

The Chairperson recorded the Committees thanksbestl wishes to
Richard Phillips on his retirement from the Couratdter 40 years service
in libraries and latterly as Operational Manage&rSorutiny Services.

26: INFORMATION & PERFORMANCE MANAGEMENT

The Chairperson welcomed Councillor Rodney Bermaader, Jon
House, Chief Executive; Mike Davies, Head of SezyiScrutiny,
Performance & Improvement;, and Vivienne Pearson,.er@imonal
Manager Improvement & Information.

The Chairpersormadvised the Committee that the Council has been
reviewing its performance management culture angragech and
Members have an opportunity to consider the Cosngibposals for



improvements to arrangements. For clarity the mfdion &
Performance Management project falls within the r&thaServices
programme of the Transformation Portfolio and tmejétt Manager is
Mike Davies.

Councillor Berman made a brief statement in whiehnoted that the
Policy Review & Performance Scrutiny Committee fesed on the
importance of Performance Management. He stressedas an

important area and the Council had to strive toigeght and seek to
improve. He made reference to the previous workletaken by

External Consultants to review arrangements tovelelnore effectively.

He stated that changes to the reporting mechanfsm&erformance
Management were already underway. He stressedntpertance of

ensuring the culture of Performance Managementemaisedded across
the Authority as a whole.

The Chief Executive made a brief statement in whielstated that one of
the main attractions to him of the role as CEX erdiff, was the drive
towards Performance Management by the ExecutiveSamdtiny. He
concurred that this drive needed to spread thradbhghwhole Authority
and this would be done by linking PPDR to increragnitansferring
meaningful objectives to individuals.

Members were provided with a presentation on In&drom and
Performance Management, the key points from whierevoutlined as:

Context
* New Chief Executive appointed September 2010
* Renewed emphasis on performance and performancageent
* Leaders commitment to performance & information aggment
» External view of the arrangements and plans unkiemta

Background
The Review found that the Council:-
» Had sound performance management arrangementzde pl
e was already making progress in improving perforoean
Management arrangements
* Needed to strengthen the council wide arrangemamds ensure
that services and directorates were appropriatgparted
* An existing project under the Transformation Progme was
brought forward from Wave 2 to Wave 1
» Scope of the project agreed and a Project Execappeinted



Project objectives

Key

To create a Council that demonstrates a true pedoce
management culture

To effectively manage performance, information drelth and
safety in order to deliver our agreed outcomes rapdt statutory
requirements

To deliver the agreed financial target of £100k

principles of proposed change to performancenagament

arrangements.

Each Directorate to identify a lead Operational Blger as part of
the Business Management Network

Each Directorate to ensure that resources are flesedly across
the Directorate to meet peaks in demand

Staff time to be focused entirely on specified bass support
activities unless there are service specific reguents

Greater consistency of roles and responsibilitied staff grading
across the Directorate teams

Benefits — Performance Management

Improved service performance as a result of imprev@s in:
— alignment of priorities
— collection, robustness and availability of perfonoa
information
— reporting and challenging performance information
— decision making / identification of underperformané
actions to improve performance
— communications about Council performance
— recognising & rewarding good practice
Improving the performance culture within the Colinci
Create leaders that demonstrate behaviours thatgbeoeffective
performance management

Benefits — Information Management

Improved performance in responding to requestsirffmrmation
(Fol, EIR and SAR) within statutory timescales

Consistent application of processes across the ¢loaumd there is
some duplication of effort

Responsibility for the information management savis made
clear

Reduced opportunity for the Council to be ‘finedy lhe
Information Commissioner



Benefits — Health & Safety

* Improved performance management of Health & Safety

» Chief Officers remain responsible for Health & Sqf@ithin their
areas

* Health & Safety at operational level becomes embddato
business support arrangements

» Responsibility for the performance management ofltHe &
Safety are clear — ‘ensuring that things happen’

» Consistent application across the Council whichpsuis our legal
and statutory obligations

Progress update

 Broad support for the approach across the Counaésior
management

* Inclusion of Health & Safety management support

 Programme Management Board has agreed the deplbymen
structure

 Trade Union consultation on the role profiles arepldyment
structure to take place

The Chairperson thanked officers for their presernaand invited
guestions and comments from Members of the Comanitte

Members enquired whether [IP would be used to msmiPerformance
Management arrangements. Officers explained teaCardiff Academy
and new career structure would enable the Authdotygrow future

managers and provide development opportunitiestédf.

Members enquired when the Council would be in atjposto have a
central data hub, with all information containedoine place. Officers
noted that the Council was not in that positioryeisbut there were lots
of transformation projects ongoing, including eptese architecture. In
the absence of a central hub, the emphasis woutsh b®w to maximise
and use the systems that are in place.

Members noted the difficulty in changing organisaél culture and
enquired whether officers had encountered any cdities so far.
Officers emphasised that the Authority didn’t haveegative culture but
there were improvements that could be made. OlneeTtade Union
consultation had been undertaken and roles defthed,they would look
at the establishment, identify any roles to bedilland place importance



on getting the right people with the right skillt se these roles. They
noted that the PPDR process would be critical ltucal change.

The Chief Executive emphasised the importance niosenanagement
role modelling to other managers to encourage @lltthange.

Members recognised the role of Trade Unions in misgdional culture
and sought clarification on how the Council wererkirmg with Trade
Unions to progress performance management. Odfiegplained that
there are regular meetings held with Trade Uniovisp were broadly
supportive of the principles as they saw the bé&nédr their members.

Members sought clarification on how senior managetsnd to drill
down to lower management groups and staff to aehibpe aims of the
project. Officers stated that it used to be aqrerbnce team and senior
managers that focussed on performance, but it detx&ave a wider
perspective and develop a sense of ownership thouighe Authority.
Members were advised that a key driver would belitileage between
PPDR’s and increments for staff, this system wdaddan important tool
in embedding the importance of performance managetaefront line
staff.

Members were concerned that the presentation se@redus on staff
and internal processes and wondered what benedite tvere for Cardiff
citizens. Officers explained that the ultimate eyohl was to improve
service provision for the Council tax payer by ioyng the performance
of the staff delivering those services.

Members discussed sickness absence and were adthaédevery
manager has reducing sickness as one of their RRIQBts, and that this
was currently on target.

Members stressed the importance of recognising ramcrding good
practice. Officers concurred with this and statieat there would be a
new staffing structure in place that would creat@enopportunities for
staff to have career progression within performalceanformation
management.

Members noted the importance of having the rigluppe with the right
skills in place to carry out the performance mamnag& roles. Officers
explained that people would be identified as bebie to deliver and
having the right skills and then placed in poshey would be recruiting



to posts centrally, but the posts would then becalied across the
Authority.

The Chairperson thanked the Panel for their resg®orie Members’
guestions, following discussion on the way forwindas

AGREED - That a letter be sent by the Chairpersorbehalf of the
Committee to Councillor Rodney Berman, Leader oé t@ouncil,

thanking him and his Officers for attending the i®olReview &

Performance Scrutiny Committee on 26 October 2@, to advise him
of the following observations when discussing tregy/forward:-

Context & proposed developments

Members felt the fresh approach to performance gemant was
positive and were pleased that developments higiedy by a
recent consultant’s report, such as: harnessingdbge for sharing
knowledge and best practice across the organisasgtablishing a
directorate approach for performance managemehtestablished
role profiles; and improving the Council’s respotsd-reedom of
Information requests, were all examples of the Cdunoving in
the right direction. The Committee was particulaplgased to hear
the Chief Executive acknowledge that the drive tawa
performance management was shared by the Execuatnck
Scrutiny Committees, and the fact that this wagly high on the
Council’'s agenda, had been a significant factohisydecision to
come to Cardiff.

Central Data Hub

Members were keen to establish when the Councilldvba in a
position to hold all its performance data in a cantlata hub for
access by all service areas, and would welcomadicaition of the
forecast timelines for achieving this.

Culture

The Committee was unanimous in identifying thatural was the
real issue the Council faces in tackling perfornean@nagement.
They sought assurance that all levels of the osgdion would
embrace the new performance management approadhnain
simply the senior levels. Whilst the Committee fell assurance
was missing, Members were optimistic that rollingt complete
coverage of PPDRs had the potential to be a catédy culture
change and convey the importance of performanteetérontline.



27:

Members acknowledged the role played by trade nion
organisational culture and were reassured that thesye to be
consulted, and all indications were that the tradiens recognised
the need to deal vigorously with performance.

Citizens of Cardiff

The Committee had some concerns that the mainrdrifieg the
revised proposals were staff and internal processgbsr than the
citizens of Cardiff, and wished to stress thatdbencil tax payer is
important. Members felt it important that staff Kirtheir own
performance to customer experiences as it was tfiercase that
officers were too focussed on process rather thiéromes.

Managing performance

Members wished to re-iterate how important they itelvas that
the right people were leading on performance. Thay this

transformation project presented an opportunitgrisure credible
individuals were taking performance forward, andt tgetting the
right people in place was key to achieving conesgeof approach.
Members wished to endorse the Chief Executive’swvi@at

performance management required attention by alhagers.
Recognition and ‘thank you’ rewards were imporiamtl would go
some way to changing the culture.

STRATEGIC TECHNOLOGY PARTNER UPDATE;
ENTERPRISE ARCHITECTURE; ENABLING TECHNOLOGY
& TRANSFORMATION CAPABILITY

The Chairperson welcomed, Councillor Mark StepheBsggecutive
Member Finance & Service Delivery, Jon House, Cheécutive, David
Trussler, Transformation Advisor, and Richard $ta#usiness Architect.

The Chairperson advised Committee that this wasogportunity to
consider the High Level Strategic elements of tbear€il's technological
approach that were fundamental to enabling thevesli of many
transformation projects, and noted that there \Bguarts to the report.

Councillor Stephens made a brief statement in whiehnoted that
enabling the right technology to be put in placed&velop the right
outcomes, ensures a richness of delivery not seemdr He stated that
Members and Cardiff citizens would see a significdrange in wave 2 of



the transformation programme and the right techmploeeds to be in
place to support this.

Members were provided with a brief introduction ttee report and
advised that enterprise architecture was not abouding but about
design and technology for business. The role ¢érpnse architecture
cuts across the whole organisation and is custdoweissed rather than
IT focussed.

Members were advised of the importance of idemtgycustomer needs
and then establishing an IT solution. Enterprisghigecture was about
finding the best fit between technology that isfdit purpose and what
services needed to be delivered effectively. Teldgy was the end
point, understanding the business, how the orgtmmnsanteracts with its
customers, manages its workforce and its repodysems needed to be
understood initially and then brought through thesystems.

Richard Staite Business Architect provided Memlyath a presentation
on Enterprise Architecture outlining the Councill@rget Operating
Model, Citizen Access, Core Service Delivery, Tamt®nal & Specialist
Services, and Strategic Core.

Members commented that the language used in thjggtrcould be a
potential barrier to peoples understanding of thigexct area.

Members noted that as elected representativesrdpegsent people who
are struggling in difficult times and noted thagytmay find it difficult to
convince them that this investment will lead totéeservices and a better
quality of life.

Members were advised that the processes themsagdves produce the
change but it is the better use of information #mel link between the
people delivering services and technology that pced the better
outcome. Officers stated that the focus is notwalioe IT systems that
are in place, but about the glue that joins thdnelbgy and service
delivery and how the public can use technology &b lgetter joined up
services.

When discussing the customer portals, Members ntitad customers
would not want to report once and forget about iisele, they would
want feedback, and understanding of how long teaeisvould take to
deal with and a name of someone who was dealin e issue.
Officers noted that initially it was important tmderstand the nature of



the enquiry, then to apply the appropriate techypldo keep the
customer informed. They added that the enquiryidcine processed;
automated correspondence could go to the custatiggtthem where
the enquiry had been sent and when they could e@eesponse. This
would be one option of the customer’'s channel afiady customers
could chose how they want to be kept informed abimeit enquiry.

Members discussed understanding the needs of #tenser and the role
of the local Councillor, as there was no mentiorM&mbers within the
Citizen Access section of the presentation. Oificstated that they
would hope for Member direction on the project ptma decision being
made.

Members were concerned that the process of empaogveesidents to
deal directly with the Council through these pataivould mean
Members were not aware of issues happening in Wands. Members
would need to be briefed or have feedback regargihgt had been
reported. Officers agreed and gave an example ilembers portal,
whereby Members could log in and see what had beorted in their
Ward.

Members enquired how flexible the Council wouldtbekeep up with
changing technology in the future. Officers agréeat technology needs
to be future proofed. The Council need to worlkhvabmpanies who can
deliver across the whole organisation, who can ldgvand enhance the
product, with often free developments, with theimpbf selling to other
organisations.

Members enquired how the new process would playvtht partners i.e.
in social care. Officers stated that working withrtpers was more
complex as the partners had to be receptive tappeoach and have the
right technology themselves to receive and procgesmation.

Members requested more information on timescalek @sts of the
project.

Members discussed the future role of C2C and wssarad that C2C
would have a place in the customer’s channel oficehaas telephony
would remain an important way for customers to aonthe Council

David Trussler provided Members with a brief ovewiof the enabling
Technology and Transformation Programme :



Enabling Technology & Transformation Programme
Programme Objectives

 Develop the Council's overarching reference tecogyl
architecture, and provide a clear set of princigieswhich all
future technology implementations must adhere.

» Develop and deploy the application / infrastructcoenponents of
the above Reference Architecture.

» Establish core teams which will help deliver andppsart
transformation; Enterprise Architecture Team, Stabelivery
Team and Transformation Management Office.

» Design and implement new Governance arrangemeatswhi
enable the Council to manage and deliver the cample
transformation programme.

* lIdentify, acquire and deploy tools for deliveringpet wider
Transformation, Enterprise Architecture, Businedsar@ge and
Programme/Project Management.

* Revise Strategic Technology Partnership arrangesnent

Current Projects
» Proof of Concepts
— Community Maintenance Services
— Assessment & Care Management (Planned)
» Reference Architecture Component Projects
— Customer Portal
— Scheduling & Mobile Working
— Document Management (& Wider Business Implementatio
— Business Process Management
— Case Management
* Business Projects
— Correspondence Management
— Housing Diagnostics

The Chairperson thanked the Panel for their ressorie Members’
guestions, following discussion on the way forwinsas

AGREED - That a letter be sent by the Chairpersorbehalf of the
Committee to Councillor Mark Stephens, Executivenider, Finance &
Service Delivery, thanking him and his Officers &itending the Policy
Review & Performance Scrutiny Committee on 26 Oetdk011, and to
advise him of the following observations when dssng the way
forward:-
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The Committee welcomed the opportunity to considee

overarching strategic technological picture anthalgh Members
felt that the language used around this project avasnsiderable
barrier to understanding, they were most compliagnabout the
officers’ ability to explain a very complex area.eMbers
particularly welcomed the offer of pre-decision udory of the

forthcoming IT strategy.

Balancing technological progress and cost

Some Members had reservations that the EnterpnishitActure

and Enabling Technology project that would definke t
transformation’s technological capability, would lider what

Cardiff and its citizens needed. There was a Mangerception
that technology in Cardiff had not kept pace withidev

technological opportunities in supporting servicelivery, yet

recognition that maintaining technology at the legfhlevel would
create some difficulty for Members in justifyings itosts to the
customer.

The Committee noted that the timescales for imptaaten of an
enabling technology were optimistic both operatitynaand

financially. In light of there being no financiahformation

available at present the Committee wanted to enspregrammes
further consideration of this project in the future

Accountability to the customer

Members identified that customer ‘channel of chosleould be
founded on accountability and ensuring Council aohwith the
customer makes it accountable for its actions. Chmmittee felt
it was important to acknowledge that most peopk seeking a
personal service and Members wished to preserveoteeof C2C
in delivering Council services.

Role of the local Councillor

The Committee felt that it was vital to maintaire tidentity of the
local Councillor in technological processes thatedep out of the
new Enterprise Architecture.

Members expressed strongly the need to protectrdlee of the
Local Councillor in solving the difficulties residies have with the
Council. They identified that there was an oppatjuto develop a
technological mechanism for local Members to kdegrtfingers

11



28:

on the pulse in tracking the progress of citizequessts for service,
such as a report that ensures the ward Membetlysup to date
with progress on complaints/reports. They acknogeed there
were some data protection issues around this mattdr that
Members would not want to be involved in all trastgans

between a citizen and the Council, however wisloethéke clear
their support for a Member portal. Crucially theyisked to

preserve the Member led culture of the organisadioth sincerely
hoped their involvement at this stage would infeerhow the
technological plans evolved to ensure their role pr@served.

Finally, given all of the above, the Committee fdlat it required
fuller information on the Council’'s changing retatship with its
Strategic Technology Partner.

MANAGING ATTENDANCE — REPORT OF THE
COMMITTEE’S TASK & FINISH GROUP

The Chairperson advised the Committee that the drpbrt was a result
of a lengthy inquiry undertaken by Councillors Byl Chaundy and
Walker and also a co-optee from the WLGA.

The Chairperson invited Councillor Burley to taken@nittee through
the key findings and recommendations. Members wereided with an
outline of all fourteen recommendations in the repo

AGREED - that the report be endorsed for submistiotie Executive
and a recommendation that the report be consideyeitie Children &
Young People Scrutiny Committee to look specificat the report in
relation to Schools.

CHAIRPERSON.......coiii e, DATED.................
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