
THE CITY OF CARDIFF COUNCIL                  AGENDA ITEM 7 
CYNGOR DINAS CAERDYDD 
 
POLICY REVIEW & PERFORMANCE  
SCRUTINY COMMITTEE                                                                    2 September 2014  
 

CHANGE CHALLENGE FORUM 

 
Reason for the Report 
1. To provide the Committee with an update on the first meeting of the Council’s ‘Change 

Challenge Forum’.  Attached at Appendix A, Members will find a briefing report 

prepared by the Chief Officer for Change & Improvement, Martin Hamilton, following 

the Forum’s first meeting on 25 July 2014. 

 

Background 
2. In May 2014, the Cabinet agreed to establish a three-year programme of 

Organisational Change to enable it to respond positively to the challenges which it is 

facing. As part of this, the Cabinet agreed to establish a ‘Change Challenge Group’ 

where ‘Members and officers can work with, and be challenged by, a group of 

advisors who are at the forefront of national and international best practice’. 

 

3. The Group is chaired by the Leader and includes the Cabinet Member for Corporate 

Services and Performance, as well as the Chief Executive and Corporate Director 

Resources. The Chair of the Policy Review and Performance Scrutiny Committee sits 

on the Forum in an observer role.  

 
Issues 
4. When this Committee considered the draft Organisational Change Cabinet report at its 

May 2014 meeting, Members requested that the activity of the Group (then called the 

‘Peer Challenge Group’ should be formally reported to the Committee as well as to the 

Cabinet on a regular basis. The Chair’s letter and the Leader’s response are attached 

at Appendix B. 
 



Scope of the Scrutiny 
5. This item will give Members the opportunity to consider the work of the Change 

Challenge Forum in order to inform the Committee’s own consideration of the 

Council’s performance. 

 

Way forward 
6. The Leader, Councillor Phil Bale, and Councillor Graham Hinchey, Cabinet Member 

for Corporate Services and Performance, have been invited to attend and may wish to 

make a statement. The Chief Executive, Paul Orders will be in attendance for this 

item. At the meeting, the Chief Officer for Change & Improvement, Martin Hamilton, 

will update the Committee on the first meeting of the Challenge Forum and on its 

emerging work programme. 

 

Legal Implications 
7. The Scrutiny Committee is empowered to enquire, consider, review and recommend 

but not to make policy decisions. As the recommendations in this report are to 

consider and review matters there are no direct legal implications. However, legal 

implications may arise if and when the matters under review are implemented with or 

without any modifications. Any report with recommendations for decision that goes to 

Cabinet/Council will set out any legal implications arising from those 

recommendations. All decisions taken by or on behalf of the Council must (a) be within 

the legal powers of the Council; (b) comply with any procedural requirement imposed 

by law; (c) be within the powers of the body or person exercising powers on behalf of 

the Council; (d) be undertaken in accordance with the procedural requirements 

imposed by the Council e.g. Scrutiny Procedure Rules; (e) be fully and properly 

informed; (f) be properly motivated; (g) be taken having regard to the Council's 

fiduciary duty to its taxpayers; and (h) be reasonable and proper in all the 

circumstances. 

 

Financial Implications 
8. The Scrutiny Committee is empowered to enquire, consider, review and recommend 

but not to make policy decisions. As the recommendations in this report are to 

consider and review matters there are no direct financial implications at this stage in 

relation to any of the work programme. However, financial implications may arise if 



and when the matters under review are implemented with or without any 

modifications. Any report with recommendations for decision that goes to 

Cabinet/Council will set out any financial implications arising from those 

recommendations. 

 

RECOMMENDATIONS 
9. The Committee is recommended to: 

i. Note the content of this report and the information presented at the meeting; and 

ii. Decide whether it wishes to make any comments or recommendations to the 

Cabinet; 

iii. Decide whether it wishes to schedule any further scrutiny of the issues raised.  

 

 
 

MARIE ROSENTHAL 
County Clerk and Monitoring Officer  
27 August 2014 



 
The City of Cardiff Council Challenge Forum 
  

 

Background 

 

The City of Cardiff Council has entered into an Improvement Partnership with the Welsh 

Government and the Welsh Local Government Association to secure the rapid improvement 

of selected individual services and of the Council’s overall corporate improvement capability.  

The partnership will work collaboratively to establish a clear analysis of the Council’s 

improvement challenges and, through benchmarking and challenge, advise Cabinet on 

action required to drive ambitious, and sustainable change. 

 

This paper sets out the operating principles for the arrangements through which the 

partnership will support improvement. 

 

Accelerated Improvement Support 

 

Services with insufficiently strong service performance or poor financial performance will be 

prioritised for accelerated improvement support. The decision to refer a service onto this 

programme will be by Cabinet, and may be informed by internal performance monitoring, or 

external review/ or inspection.  The programme of support is resource intensive, and as such 

will be used sparingly with a maximum of three services being supported within the 

programme at any one time.  Improvement in targeted services will be managed through a 

Service Improvement Group, with the service supported to prepare an Improvement Plan 

which captures current performance, ambitious targets, and improvement actions through 

which the targets will be achieved.  Improvement support will include; 

 

• Effective Benchmarking – involving the creation of formal relationships with 

selected organisations in order to learn from best practice; 

• Expert Support - Commissioning of peer support & challenge from recognised 

industry experts; 

• Priority Support - Deployment of support from corporate teams including 

Performance, Procurement, Finance & HR, as appropriate to individual cases. 



 

Improvement Plans will be subject to rigorous monitoring and challenge through the Service 

Improvement Group, and will remain within the support programme until performance has 

sufficiently improved.  The decision to move a service out of the programme would be taken 

by Cabinet. 

 

The initial services prioritised for Accelerated Improvement Support will be: 

 

• Education 

• Children’s Services 

 

Service Improvement Groups 

 

A Service Improvement Group will be established for each of the targeted services, will meet 
monthly, and be chaired by the Chief Executive.  Membership will include: 

 

• Director of Service Area 

• Corporate Director – Resources 

• Chief Officer – Change & Improvement 

 

On a quarterly basis the membership will be expanded to include: 

 

• Peer Advisor with relevant service expertise 

• Relevant Cabinet Member 

 

The purpose of the Group will be to ensure that the improvement journey is ambitious, rapid, 

and outcome focussed.  It will: 

 

• Test the underlying reasons behind current performance 

 

• Agree the detail of the Accelerated Improvement Plan  

 

• Provide peer challenge, drawing on best practice nationally & internationally 

 

• Monitor & challenge delivery of the plan, and the outcomes secured through it; 



 

• Identify & challenge any corporate aspects of the improvement journey; 

 

• Identify and challenge any cross cutting or partnership aspects of the improvement 

journey; 

 

• Make recommendations to Cabinet on any matters relevant to the improvement 

journey, including advising on when it is appropriate to revert to routine performance 

management. 

 

Challenge Forum 

 

The Change Challenge Forum will support the Council’s overall improvement journey, rather 

than focusing solely on individual services.  It will provide an opportunity for peer advisors, 

senior officers, and senior members to triangulate the issues emerging from service specific 

improvement work, our Organisational Development Programme, and best practice 

nationally/internationally, in order to challenge and shape the Council’s overall approach to 

service planning, delivery and improvement.   

 

The Forum will be developed to enable robust and honest challenge, debate, and creative 

problem solving, to shape the Council’s approach to delivering with and for citizens. 

  

Membership 

The Change Challenge Forum will meet Quarterly be chaired by the Leader of the Council, 

and membership will include: 

 

• Cabinet Member - Corporate Services & Performance 

• Chief Executive  

• Corporate Director (Resources) 

• Peer Advisor(s) – Corporate Improvement 

• Peer Advisor(s)  Targeted Improvement Areas (eg Education)  

(the roles of Peer Advisors are set out in the next section) 

 



In addition, the Chair of Policy Review & Performance Scrutiny Committee will be invited to 

attend and contribute to the Forum, but with “Observer” status.  Other stakeholders may be 

invited from time to time as the agenda requires. 

 

The purpose of the forum is to test, challenge, and shape the Council’s overall improvement 

journey, and specifically  

  

1. To provide strategic support and advice on the development of the City of Cardiff 

Council’s Organisational Development Programme and to ensure that the 

programme reflects national and international good practice.  

 

2. To provide robust challenge, and act as a critical friend to the Cabinet on its 

improvement methodology and the organisational and service improvement 

programme. 

 

3. To identify and signpost appropriate good practice /  barriers to top performance and 

make recommendations to assist the City of Cardiff Council to make a 'step change' 

in performance and improvement.. 

 

4. To ensure that the Organisational Development Programme acts as a single, 

integrated and holistic improvement plan and that it is clearly understood and 

communicated internally and externally 

 

5. To consider how specific services are currently performing and the effectiveness of 

the improvement plans in place. 

 

6. To consider whether effective governance and decision-making arrangements are in 

place to respond to key challenges and manage change. 

 

7. To consider whether organisational capacity and resources are focused in the right 

areas in order to deliver the required improvement. 

 

8. To provide advice to the Cabinet on all aspects of the Council’s change and 

improvement process. 

 

 

 



Peer Advisors – Role & Brief 

 
Each of the Peer Advisors will fulfil a distinctive role within the Improvement Journey, whilst 

contributing to the overall objectives reflected above.  Peer Advisors will be commissioned to 

support both corporate improvement and service specific improvement, and will work with 

the Council on a time limited basis.  

 

 

Peer Advisor – Corporate Improvement 
 

The commissioned for this advisor will encompass: 

 

• Evaluate the scope, scale, approach and pace of the change and improvement 

journey, and provide advice and challenge to the Leader & Chief Executive on the 

approach; 

 

• Provide insight and experience from best practice nationally & internationally;  

 

• Facilitate Cabinet, Senior Management Team, and city partners to analyse the issues 

faced by the Council, and generate creative and sustainable long term solutions; 

 

• Assist in shaping governance structures required for success; 

 

• Provide advise on the creation of the culture required for success, at member, officer 

and partnership levels; 

 

• At the end of year one, provide an assurance report on progress made and priorities 

to be addressed. 

 

 

Peer Advisor – Service Expert 

 
The scale of commission will vary from case to case, but the overall role will: 

 



• Provide the relevant Director, Cabinet Member and the Chief Executive with a 

systematic assessment of service quality and performance in comparison to best 

practice nationally/internationally; 

 

• Provide robust “critical friend” challenge to service performance levels and to 

performance management and existing challenge arrangements; 

 

• Provide advice on improvement methodologies and delivery models which have 

been successful in other areas, and on Cardiff’s capacity and capability to 

successfully implement such methodologies; 

 

• Provide an assessment of the barriers to improvement, including offering a critique of 

management, corporate and partnership effectiveness,  and provide advice on how 

best to address these;  

 

• Provide professional mentoring to the relevant Director or other senior officers. 
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