CITY OF CARDIFF COUNCIL
CYNGOR DINAS CAERDYDD
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AN UPDATE ON THE ORGANISATIONAL DEVELOPMENT
PROGRAMME

REPORT OF THE CHIEF EXECUTIVE

AGENDA ITEM: 4

PORTFOLIO: CORPORATE SERVICES & PERFORMANCE
(COUNCILLOR GRAHAM HINCHEY)

Reason for this Report

1.

To provide an update on the Council's Organisational Development
Programme (ODP) and to map out the next steps for key projects and
initiatives that are essential to improving the Council’s financial resilience
and service delivery performance in the medium term.

Background

2.

In May 2014, the Cabinet established a comprehensive Organisational
Development Programme (ODP) which was designed to reshape the
Council in response to a range of critical challenges, including the
marked deterioration of the Council’s financial position, demand-led
pressures on services, and the inadequate performance of a number of
statutory services.

The report put forward a new organisational model based on cooperative
principles and outlined the steps needed to implement the new
organisational model, including:

. reviewing the shape and scope of the organisation and the way in
which services are currently delivered to meet demand;

. widening opportunities for people and communities to shape
services around their needs;

. identifying delivery models that may be established to meet demand
pressures and reflect budgetary realities;

. identifying opportunities for further efficiency savings through better
internal and external collaboration, integration of service delivery,
and reducing duplication of effort and resources;

. significantly strengthening performance management, workforce
development and engagement arrangements; and

. promoting openness through increased citizen engagement and
information sharing, enabling transparent decision making and
providing clearer opportunities for people to participate in decision
making processes.
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The scope and scale of the programme reflected the absolute
requirement for the Council to continue to move rapidly to new models of
service delivery that enable the effective management of current and
future demand with vastly reduced resources.

In doing so, the Council sought to address issues identified by the Welsh
Local Government Association (WLGA) Corporate Peer Review and
anticipated many of the observations of the Wales Audit Office’s
Corporate Assessment.

As a result, the Wales Audit Office (WAO) report of September 2014
made one proposal for improvement:

“The Council ensures the implementation of its Organisation
Development Plan resolves the range of issues identified in this
assessment”

In July 2015, the Council’'s ODP was re-orientated to focus on a smaller
number of priorities, and to ensure that the Council’s transition to new
ways of working proceeded at pace.

In particular, it sought to accelerate the Council’'s transition towards a
new Target Operating Model with an enhanced emphasis on designing
services based on an understanding of customer demand, informed by
business intelligence from the Council and partner organisations, allied to
a concerted move to digital services and a shift to online routine
customer transactions. It was also framed as the central component of
the “Make the Difference” staff engagement campaign to secure staff
ownership of the drive to improve the organisation.

The Council’'s Senior Management Team (SMT) oversees the delivery of
the ODP and tracks the progress of each project, by reviewing the whole
programme monthly and drilling down in to each individual project as the
need arises.

Progress Update

10.

11.

The WAO published its Corporate Assessment Follow On report on 26™
February 2016. The report concluded that:

“overall the Council has responded positively to the Corporate
Assessment findings, and put better arrangements in place to support
improvement and address longstanding issues; and

“the Council is now at a critical point in ensuring that improved
arrangements are embedded and implemented consistently and
constructively across the organisation in order to achieve a step change
in delivering improved outcomes”.

The report also identified improved arrangements in financial planning,
HR management, performance management, asset management, ICT
and governance, with the latter helping to promote a better culture of
accountability and risk management.
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12.

In response to the WAO Assessment the Cabinet committed to
undertake a comprehensive review of the ODP to ensure that the
proposals for improvement contained within the WAO report are
addressed and that key projects and initiatives reinforce the need to
achieve a step change in delivering improved outcomes for citizens.
Specifically, the review was designed to:

. Provide an update on the Programme and map out the next steps
for key projects and initiatives that are essential to improving the
Council’s financial resilience and service delivery performance in
the medium term;

o Ensure all projects within the ODP have effective financial and
performance management plans and measures in place; and

. Ensure that saving plans included in the medium term financial plan
are directly linked to the ODP.

Organisational Development Programme: Realignment & Next Steps

13.

14.

The ODP will capture and address the proposals for improvement
contained within the WAO Follow On report. The ODP gives the Council
the space to meet the challenges ahead, ensuring that organisational
change across all parts of the Council will be delivered through a single
programme, driving consistency of approach, increasing the pace of
delivery and enabling prioritisation to ensure investment and resources
are targeted most effectively.

The ODP has two principal portfolios of work — Enabling and
Commissioning Services and Reshaping Services. Further details of
each portfolio are set out below:

Enabling and Commissioning Services

Led by the Corporate Director (Resources), this portfolio ensures there
are Council-wide measures to support effective delivery and cost
reduction across all directorates. It includes the following five
programmes:

o Assets & Property — This programme co-ordinates six inter-
connected work streams all designed to ensure the key objective of
the Council's Property Strategy 2015-2020: Fewer, but Better
Buildings is delivered in a timely and structured manner.

. Commercialisation — There will be a ‘One Council’ approach to
commercialisation with the establishment of a Commercialisation
Programme. This programme will look at intensive high impact
service improvement interventions as well as developing a
corporate brand and marketing.

. Performance & Governance — This programme has six projects
that seek to address some of the key issues identified in the WAO
Corporate Assessment Follow On report that was published in
February 2016. This will include initiatives to strengthen scrutiny, as
well as member support and induction.
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o Strategic Commissioning - The Strategic Commissioning
programme will ensure that the Council has a consistent and
evidence-based approach to how it designs, secures and evaluates
the impact of the services delivered in meeting the Council’s priority
outcomes. The focus of this wide ranging programme will be to
drive down the costs of delivering services and to improve the
guality of the services provided to customers.

. Workforce Strategy — The Workforce Strategy programme aims to
strengthen links between business, financial and workforce
planning during this period of financial challenge and rapid
organisational change and will help deliver the Workforce Strategy
(approved by Cabinet in April 2015), which will create a culture that
supports a flexible, skilled, engaged and diverse workforce in order
to support the Council.

Reshaping Services

Led by the Director of Communities, Housing & Customer Services, this
portfolio will explore enabling technologies and develop working practices
to facilitate the reshaping of key services across the Council. The aim is
to better understand and manage customer demand, re-align services
and functions that are currently delivered across a number of service
silos, and deliver services at a reduced cost in order to ensure they are
sustainable within the tough financial climate. It comprises the following
programmes of work:

. Customer Focus & Enabling Technology, which includes:

i. Community Hubs: Developing and delivering Community
Hubs that enable citizens to access the services they need in
the way they want to, through joined up services and closer
working between the Council and its partners.

ii. Enabling Technology: Establishing and exploiting
standardised technology across the Council to improve
efficiencies and maximise the capture and use of customer
data. The aim is to drive down the cost of delivering services,
improve quality and consistency of customer service and
eliminate unnecessary duplication of effort through a rigorous
integration of “back office” processes.

. Social Services Improvement — creating real and meaningful
improvements in customer outcomes and supporting positive
demand management through enhanced preventative services.
This programme has delivered some significant changes required
by the Social Services and Well-being (Wales) Act and
complements business as usual services and activities that
ultimately contribute towards achieving the end goals of providing
sustainable social services; safeguarding vulnerable adults and
children, and promoting & supporting independence and well-being.
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15.

. Vulnerable Children & Families — working with multi-agency
partners to develop and deliver key partnership projects that
achieve improved outcomes for children and young adults. These
projects contribute to delivering the Early Help Strategy, better
enabling partners to work together, share information, and put the
child and their family at the centre to ensure they receive the
support they need at the right time and in the right way.

o Infrastructure & Neighbourhood Delivery — Phase 1 of this
Programme closed in May 2016 and delivered over £1.3 million of
savings. Phase 2 of the Programme is currently being planned and
will incorporate the development of digitisation within the service
alongside further transformation of service design and delivery that
builds on the elements delivered during Phase 1. The overall aim of
the Programme is to ensure that key frontline services, which
account for a significant proportion of the Council’s budget, deliver
improved outcomes in the context of significant financial
constraints.

Reshaping Services also includes two distinct projects that operate
outside of the above Programme structure, reporting directly into the
Reshaping Services Board, as follows:

. Schools Admissions: To reduce back-office processes and
pressures, encourage channel shift to on-line applications, improve
the customer experience and reduce the number of costly appeals
received by the Council. A key element of this project will be the
development of an integrated application process between the
Community Secondary Schools, Faith Schools and Whitchurch
Foundation.

o Corporate Agile Working: Building on learning from Agile Working
within Social Services, a corporate business case will be developed
to appraise the costs/benefits of rolling out this initiative more
broadly across the Council to improve efficiency and enable the
rationalisation of office accommodation.

Programme Boards have been established for each Programme, which
report to SMT (that sits as the Organisational Development Board,
chaired by the Chief Executive) on a monthly basis. Programme and
Project Boards are responsible for managing the timely delivery of
milestones, as set out in individual project plans.

Summary and Conclusions

16.

Overall, the programme continues to make a positive contribution to the
Council’s improvement journey. In the first two years of the ODP,
significant progress has been made towards achieving the ambitions set
out in 2014, and this was recognised by the WAO in its Corporate
Assessment Follow On Report (February 2016), which concluded that
“the Council has put in place better arrangements to support
improvement and to address longstanding issues”.
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17.

18.

19.

20.

As the vehicle for implementing change across the whole organisation,
the ODP has driven improvement and change across a range of areas.
Over the last year, the programme has:

. Driven improvement in the way the Council uses its assets,
ensuring it gets the best value out of its property portfolio while
exploring beneficial new ways of working for its staff.

o Created a positive and enabling culture, which has emphasised the
importance of providing meaningful opportunities for employees to
engage and be heard and the development of managers.

. Driven continued collaboration across sub-regional partnerships to
deliver social services in a way that is most effective and efficient
for service users.

. Taken forward work to ensure the Council puts its residents at the
heart of its approach, including the development and delivery of
Community Hubs which enables citizens to access services in the
way that best suits them, and the continuing implementation of the
Council’s Customer Relationship Management system which will
significantly improve customer experience.

. Taken forward proposals for Alternative Delivery Models for
Infrastructure, Culture and Leisure Services, which has tested the
Council’'s model of provision against external comparators.

As with any programme of the size and scope of the ODP, there have
been challenges in maintaining pace and meeting timescales. The level
of transformational activity taking place across the Council, combined
with the finite amount of resources to support change and the network of
complex interdependencies across the range of programmes all pose
potential barriers to delivery. Details of the specific challenges
experienced within the programme are detailed in Appendix 1.

However, even with these challenges, the progress to date has shown
that the ODP is the right vehicle to continue to deliver the improvements
that the Council needs to make in order to both meet the challenges
ahead and to achieve a step change in delivering improved outcomes for
communities.

In 2017, the ODP will have been in place for three years and it is
recognised that this will be an appropriate stage to take stock of the
programme’s continued effectiveness. It is therefore recommended that,
at that time, an independent review should be undertaken to assess the
impact of the programme to this point and help inform future prioritisation.

Looking to the Future

21.

The landscape in which the Council and its public sector partners operate
is continuing to change. The uncertainty around local government reform
within Wales, the demographic change that is forecast for Cardiff and the

Page 6 of 9



22.

23.

24,

25.

26.

27.

continued digitisation of society will all present new challenges that will
only be met through innovative approaches.

Within this changing operating environment there will also be
opportunities to work in new ways that are intrinsically better for the
individuals and communities we serve. This is recognised by the Well-
being of Future Generations (Wales) Act 2015 which sets out the broad
approach public sector partners should employ in the future in order to
best serve their respective localities.

Some of these approaches will be very familiar to the Council. For
example, recognising the significance of the Council as the leader of the
local system of public sector provision and how this position can leverage
a range of solutions from across the range of local partners.

The Council will also need to continue its work to develop a true picture
of customer insight to ensure it understands the needs of those it is in
place to serve.

There are a range of other practices emerging across the UK public
sector that the Council should look to build on while, of course,
continuing to lead the way in delivering its vision of becoming Europe’s
most liveable capital city.

Developing the approaches that will ensure the Council is able to fully
meet the challenges of the future and is aligned to developing operational
landscape will require time to explore the ideas that could work for the
organisation and the city.

It is therefore recommended that Cabinet receive a report in the near
future that will provide an analysis of how the public sector as a whole is
changing and how the Council may need to recalibrate its approach to
meet the challenges ahead.

Reason for Recommendations

28.

To enable the Cabinet to note progress on the Council’s Organisational
Development Programme and agree a refresh of the programme. This
refresh will be designed to ensure that the proposals for improvement
contained in the WAO report are addressed and that organisational
change across the Council is delivered through a consistent approach
and with an increasing pace of delivery.

Financial Implications

29.

The Organisational Development Programme (ODP) is essential to
improving the Council’s financial resilience and release budget savings
during a period of sustained austerity and financial constraint. The
Programme operates to a rolling three year timescale and was
predicated on the assumption that every service of the Council needed to
plan for a radical adjustment of delivery models to reflect an era of
severe budgetary constraint. All projects within the ODP are required to
have effective financial plans in place and to ensure that saving plans
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included in the medium term financial strategy are directly linked to the
ODP. The resources necessary to support the implementation of the
ODP will be met from existing revenue and capital budgets and through
invest-to-save initiatives.

Legal Implications

30.

31.

32.

There are no general legal issues arising from this report. Legal advice
will, however, be required on each individual programme and work
stream as they progress.

The Council has to satisfy its public sector duties under the Equalities Act
2010. Decisions must have due regard to the need to (a) eliminate
unlawful discrimination (b) advance equality of opportunity and (c) foster
good relations on the basis of the protected characteristics defined in the
Act. The Council needs to make a proportionate and rational decision
with proper regard for its equality duty.

In respect of each individual project, consideration should be given as to
whether an Equalities Impact Assessment (EQIA) is required (including
an updated assessment if there has been a time lapse since the original
assessment was carried out), to ensure that the Council has understood
the potential impact of the proposed decision in terms of its public sector
equality duty.

HR Implications

33.

34.

35.

36.

The Organisational Development Programme (ODP) was set up to
ensure continued provision of high quality and sustainable services in
light of significant financial and demand pressures. Through various
mechanisms, there is increased staff awareness of the Council's
challenges and priorities and the role staff can play in addressing these.

The ODP was refocused last year to create two main portfolios of work:
Enabling & Commissioning Services and Reshaping Services, with
various projects included within each. Many of the projects will and
continue to have significant impact on staff (directly or indirectly), through
delivering services in different ways (e.g. maximising digital opportunities
as evidenced through the Agile Mobile Working project where staff will be
working in different, more flexible ways by using hand held devices and
laptops). There continues to be a strong focus on growing commercial
skills and capability, directing scarce resources towards those with the
most complex needs and meeting other less complex needs through
lower costs solutions.

In order to further embed the Workforce Strategy (and Employee
Charter) agreed by Cabinet in April 2015, a new Workforce Strategy
Programme was established in January 2016, along with an extensive
programme of staff engagement to build on progress achieved.

The approach to the ODP is underpinned by the workforce continuing to

be the Council’s most valuable asset and the creation of a positive and
enabling culture remains a primary goal. The contribution of, and
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engagement with, staff continue to be key so the ongoing need for clear
and regular communication with staff and Trade Unions will continue to
be of paramount importance. The WAO report recognised that while
much had been achieved in relation to engagement, this needed to
continue with a more redefined focus on Directorate-led activity.

37. The Council recognises the need to invest in developing the skills,
knowledge, attitude and behaviours of its staff, and the extension of the
Cardiff Manager Programme to a further 320 managers at Grade 7 and
below from May 2016 will be an important step. Additionally, the 2016-17
budget, agreed by Council in February 2016, has allocated additional
funding for workforce development and upskilling.

38. A number of projects are at the stage where key decisions about future
service delivery models will need to be considered and this is likely to be
unsettling for those directly and indirectly impacted. There has been
significant involvement and consultation in those relevant projects by
Trade Unions and staff and this will need to be maintained. It is not
possible to provide specific HR implications on final service delivery
models at this stage as this will be dependent on the operating model
subsequently adopted by the Council. However, where there are
resultant implications for resource levels, these will be managed in
accordance with the Council’s recognised policies and processes.

RECOMMENDATIONS
The Cabinet is recommended to:
1) Note the report;

2) Agree the future direction of the Organisational Development Programme
as set out in this report;

3) Authorise the Chief Executive, in consultation with the Leader and
Cabinet Member for Corporate Services & Performance, to progress the
delivery of the Organisational Development Programme;

4) Agree that the Organisational Development Programme should undergo
an independent review at an appropriate point in 2017; and

5) Receive a future report that analyses the changing public sector

landscape and the Council’s position within it.

PAUL ORDERS

Chief Executive

10 June 2016

The following appendix is attached:

Appendix 1: ODP Work Stream Progress Update
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ODP Progress Update

1.

APPENDIX 1

Appendix 1 provides a summary of progress achieved through the
Organisational Development Programme against the nine programmes,
shown below at Figure 1.

Assets & Property

Strategic
Commissioning

Performance &
Governance

Commercialisation &

Workforce Strategy

Social Services

Improvement Improvement
Infrastructure Customer
& Neighbourhood Focus & Enabling Chilaﬁglr?g?:t:fnilies
Delivery Technology

Figure 1: The 9 Programmes of ODP

2.

The Programme has been designed to support and facilitate the release of
savings identified by directorates, rather than to supplement them. As a
result, the assessment of progress does not include savings released in
many cases. Rather, progress is expressed in terms of outcomes achieved
in relation to performance, customer experience and governance.

A summary of the key achievements and next steps for each of these
programmes is provided below:
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Portfolio: Enabling & Commissioning
Programme: Assets & Property

Aim

The Assets and Property Programme co-ordinates six inter-connected work
streams all designed to ensure the key objective of the Council’'s approved
Property Strategy 2015-2020: Fewer, but Better Buildings, are delivered in a
timely and structured manner.

Property represents the second largest spend, after staffing costs, against the
Council’s revenue budget. Approximately £50m per annum is spent on running
the estate, and the current building maintenance backlog is now over £100m.
This programme aims to reshape the property estate; meet demanding stretch
targets to reduce the property footprint; reduce revenue expenditure; as well as
modernise and rationalise the portfolio to enhance service delivery.

Progress To Date

Following approval of the Corporate Property Strategy in November 2014,
property asset management has become central to delivering the Council’s
service and budget objectives. 2015/16 was the first full financial year following
approval of the Strategy and the first year an Asset Management Plan was
published detailing property benchmarks and targets to be delivered. The
following achievements were accomplished in 2015/16:

e New Corporate Property Management approach

A new approach to managing the property asset management process

was established in 2015/16.

- Asset Management Board (monthly) — Chaired by the Chief Executive
and attended by Corporate Directors.

- Partnership Asset Management Board (bi-monthly) — Chaired by the
Chief Executive and attended by Corporate Directors and Public
Sector partners.

- Asset Management Working Group (monthly) — Chaired by the
Corporate Estates Manager, attended by property managing
operational managers.

e Corporate Asset Management Plan 2015/16
The 2015/16 Asset Management Plan was approved by Cabinet in July
2015 and described an ambitious programme of property disposals and
relinquishments. This has delivered:

- a reduction in annual spend on property running costs of £978k;

- reduction in total maintenance backlog of £4.44m;

- a reduction in total Gross Internal Area used to deliver operations
by 274,000 sq. ft; and

- generated capital receipts of £6.9m to reduce debt and contribute
to the capitalisation programme. Receipts were also used to
assist in the modernisation of the remaining estate and provide
new facilities such as schools and HUBs.
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Office Rationalisation

Implementation of the latest phase of Office Rationalisation has been
designed to reduce the number of office buildings in operational use and
to centralise staff in core office accommodation. A further 5 offices were
relinquished/sold during 2105/16.

21°%' Century Schools Programme

There have also been significant achievements within the £164m School
Organisation Programme, with the approval of the realigned 21°%' Century
School Programme by the Welsh Government and the allocation of an
additional £13m of capital funding as a result. In addition, two new
primary school establishments were opened, located at Pontprennau and
Howardian, whilst the procurement, design and planning approval for the
new Eastern High School has been completed and construction is due to
begin in June 2016.

Community Asset Transfers (CATS)

A Board has been set up to assess CATs. A fortnightly management
group has been set up by the Director of Communities, Housing &
Customer Services to manage these at a strategic level. Completed
CATs include Plasnewydd Community Centre and Pentrebane
Community Centre.

Collaboration Inititatives

Partnership Asset Management Board was able to progress several
projects where the Council has been able to work in partnership with
other public sector partners to jointly deliver services or realise property
efficiencies including Ely & Caerau Hub and Maelfa Hub.

Investment Estate

Cabinet approval was granted to determine a new approach to managing
the Council's investment estate. This will see new management
arrangements established with the objective of maximising revenue
potential of the estate.

Key Challenges

Real Estate IT Project — this has been delayed due to the time taken to
robustly test the market as part of the overall procurement process. This
is an essential step to ensure that the Council procures the right system
for the right cost to provide the assets database needed.

Office Rationalisation Programme — the vacation of staff from Global
Link was delayed by three months due to the unprecedented level of
remodelling that was required within County Hall to accommodate staff
effectively.

Next Steps

Publish the 2016/17 Corporate Asset Management Plan in summer
2016. This will establish an ambitious programme of relinquishments,
disposals and collaboration. Draft targets for this programme include:

- Reduce the maintenance backlog by £3.9m;
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- Reduction in running costs of £2m;
- Receive capital receipts of £6.9m.

The Office Rationalisation Programme will continue to move at a rapid

pace and will:

- Complete the ongoing phase of office moves instigated in 2015/16
that includes vacating Global Link;

- New moves to commence that will relinquish offices including Penbhill,
Suffolk House and Ely Family Centre.

- Work will also begin on a new business case that will explore the
potential for maximising efficient use of the office space in County
Hall.

- A review of space at City Hall will also be initiated and a strategy
proposed for the future use of the building.

Schools Organisation Plan — the procurement for the construction of
three brand new primary schools is underway with a contractor due to
appointed by June 2016. The construction of the three schools will then
start at the beginning of 2017. Further alterations to a number of other
primary schools are also being progressed for completion in 2017.
External project management is being procured to take forward the
design and procurement of the new High School in the west of the city;
and following the appointment of a head teacher for the new school,
stakeholder engagement on the design brief will commence in June
2016. A creative cultural partnership has been established in Cardiff to
enhance curriculum and educational outcomes, with the new High
School in the west of the city being the pilot school. Work has also
commenced on planning the future pattern of provision in Cardiff, and
associated proposals for capital investment from potential forthcoming
Welsh Government funding.

The Community Asset Transfer Programme will be expedited and, to
facilitate this, a revised, streamlined decision making process is to be
proposed.

Finalise the Investment Estate Strategy for the future management of the
non-operational estate. This will include setting revenue targets and
capital expectations.

Develop the business case for the Real Estate IT Project by summer
2016.
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Portfolio: Enabling & Commissioning
Programme: Commercialisation & Improvement

Aim

The Commercialisation and Improvement Programme  will drive
commercialisation and productivity across the Council as a whole. It will embed
a culture of commercial and business thinking that ensures the best use is
made of financial resources in both generating income and delivering quality
services.

Progress To Date
The work to develop the proposals for Alternative Delivery Models to deliver
Infrastructure and Culture & Leisure services has shaped the Council’s
approach to commercialisation. As a result, this programme is being reshaped
to ensure it can be taken forward in the most effective ways possible.
This programme will consider improvement interventions, explore opportunities
for income maximisation and develop the Council’s corporate brand and
marketing.
Key Challenges
e The Council’'s development of an approach to commercialisation has
been dependent on the exploration of Alternative Delivery Models and
work has therefore followed this overall timeline.
Next Steps
e Development and implementation of service improvement strategies.
e Establish a commercial brand, business development and marketing
plans that will apply to services being transformed through the process to

provide an identity for both internal and external trading.

e Embed commercial practices and management across a range of
services where the case for change is demonstrable.

e Develop and implement a strategy for staff engagement
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Portfolio: Enabling & Commissioning
Programme: Performance and Governance

Aim

The Performance and Governance Programme is a new programme for
2016/17 and replaces the previous Improvement and Governance &
Engagement Programmes.

The Performance and Governance Programme will directly address many of the
Proposals for Improvement from the WAQO's follow-on report. The programme
will also provide a space for the Council to monitor progress against its agreed
Statement of Action against all of the Proposals for Improvement.

The new Programme will ensure that the Council will have fully developed
Performance Management approaches which will help to embed a culture of
accountability and transparency across the organisation. Performance
Management processes will underpin service improvement and the
achievement of the outcomes that matter most to residents and service users.

The value of Open Data will be understood and the organisation will be moving
to an “open by default” approach, ensuring the Council is poised to use its data
— and allow others to use it — to reinforce accountability, drive change and
provide the framework for innovation.

Elected Members will be supported to carry out their roles effectively and a
robust induction process will be in place. The Scrutiny function will also have
been strengthened.

Progress To Date

e Performance Management accountability processes have continued to
improve and this was recognised by the WAO Corporate Assessment
Follow On report. The Council has put in place a Performance
Management Strategy, which is underpinned by a Performance
Management Framework. The strategy conveys the importance of
reliable, consistent, timely and accurate performance information. The
Corporate Plan establishes clear strategic direction and Directorate
Delivery Plans support the delivery of the Corporate Plan at a Directorate
level. An exercise has been undertaken, including a Peer Review, to
ensure that the actions and measures contained within these plans are
as SMART as possible.

e Estyn Monitoring — following their final monitoring visit to Cardiff in
January 2016, Estyn concluded that the authority is no longer in need of
significant improvement and removed the authority from any further
follow up activity. Satisfactory progress was noted against all six
recommendations, taking account of improved pupil performance across
all key stages over the last 3 years. Estyn highlighted three areas of
performance that require particular attention going forward:

1) Improving the performance of pupils at Key Stage 4, particularly in
the wider capped points score, level 2 and level 1 threshold.
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2) Improving the percentage of young people that are not in
education, employment or training.

3) Improving the information available on the extent and quality of
provision made by schools for pupils educated away from the
school site.

These areas for improvement will be addressed in the Directorate’s
Delivery Plan for 2016—-2018.

Care and Social Services Inspectorate Wales (CSSIW) undertook an
inspection of Children’s Services in January 2016. This inspection
concluded that the Council was committed to prioritising services that
support those who are most vulnerable. There is strong Corporate
Support for Children’s Services, and Elected Members and Corporate
Management demonstrated a common understanding of the direction
and drive needed, to ensure the service effectively supported improved
outcomes for children and young people in Cardiff. Performance
Management was found to be well embedded across the service.

Service review methodology - this has been developed and
implemented across a number of areas across directorates (The
Resources directorate had service reviews undertaken in Legal, Finance,
HR and ICT) and, in particular, those services affected by ADMs.

Quarterly performance reports — these are discussed at SMT, Scrutiny
Committees and Cabinet. To ensure transparency, accountability and
review of performance information, various mechanisms have been
established by which to test the performance of Council services (e.g.
Star Chamber; Accelerated Improvement Boards; Challenge Forum).

Accelerated Improvement Boards — these have been established for
Education and Children Services to provide support and develop
performance management behaviours and processes.

Dip sample quality test of PPDRs for 2015-16 — this was undertaken to
ensure that the reviews being undertaken and the objectives being set
are of good quality. An audit tool was used to complete this test,
populated by Operational Managers, which sampled around 10% of
PPDRs. Feedback was encouraged at directorate management team
meetings.

Ambassador Network — this has been established to support the
delivery of the Council’s employee engagement agenda. The outputs of
this network are communicated via employee roadshows, Have Your Say
sessions with the Chief Executive and corporate communication
channels.

Employee Survey — employee views have been sought through the
Council’'s Employee Survey and feedback has provided clear direction on
future priority areas of work, including: Learning & Development;
Employee Voice; Performance Management and Health & Well-Being.
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e Employee Roadshows — these events provide staff with an update on
progress in relation to the above priority areas.

e Improved Decision Making & Ethical Culture — the Council has agreed
new corporate values which were informed by staff consultation.
Modern.gov has been embedded within Democratic Services to improve
agenda management and work plans for Council and Committees. In
addition, a new Corporate Parenting Advisory Committee has been
established and the webcasting of Planning Committee meetings has
also been introduced.

e Member Development & Engagement — the Council has delivered a
Member Development Programme and the Member Learning &
Development Plan was reviewed by a Member Development Steering
Group against the agreed WLGA Member competencies. In addition, a
system of performance appraisals has been introduced for Cabinet and
Committee Chairs.

e Public Engagement & Communications — including the piloting of
public questions at Scrutiny Committee meetings and the provision of a
weekly calendar of meetings and member focused events to Councillors.

Key Challenges

e The programme needs to be a primary driver for embedding the
improvements acknowledged in the WAO Corporate Assessment Follow
On report.

e Better integration of the organisation’s perspective of its performance in
delivering the ODP with the performance of services and achievement of
overall outcomes will need to be developed.

Next Steps

To build on the success of the work described above and to continue to develop
effective Performance Management across the Council, the following steps will
be taken during 2016-17:

e Develop the Council's approach to business planning, to ensure a
consistent set of plans are in place across the organisation which will
provide a robust golden thread with clear lines of accountability and
understanding of the outcomes we are seeking to achieve. This will
include:

o Reviewing the Performance Management elements of the
Corporate Plan

o0 Reviewing the format of Directorate Delivery Plans

o Introduction of consistent service-level plans

e Develop the Council’'s approach to reporting Performance Management
information to ensure the right audiences get the right information at the
right time to aid effective decision-making and to ensure appropriate
accountability. This will include:
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o Improving the timeliness with which performance information is
reported

0 Supporting services in ensuring/improving the validity of
performance data

0 Reporting performance in a transparent way, including to the
public

o Developing performance scorecards which will focus performance
reporting on the issues that matter most to respective audiences

Develop a culture of accountability and challenge across the
organisation. This will include:

0 Supporting colleagues from across the Council to understand how
to constructively challenge their own and, where appropriate,
others’ performance

o Using a new Performance Support Board to support service
improvement

o Working with Elected Members to support them in effective
Performance Management practices

Develop the Council's approach to how it manages Open Data across
the organisation. To achieve these goals, the project will initially:
o review the available open data licenses and establish such a
license for the authority
0 review open data platforms that could act to make the data sets
available
o identify suitable data sets for publishing and the associated
governance necessary to publish and maintain these data sets.

Develop the Council’'s approach to scrutiny in order to:

o Further strengthen the Council’s scrutiny function by developing
an approach to scrutinising cross cutting issues; and ensuring that
any vacancies on scrutiny committees are filled quickly

o Ensure in-depth consideration of the key strategic challenges
facing the non-executive governance of the new Council in May
2017, and the actions required of Scrutiny Councillors, Cabinet
Members and senior managers to enable those challenges to be
priorities and met.

o Ensure that all committee agendas, minutes and decision-logs are
published in a timely manner on the Council's website, and
increase the number of committees that are webcast.

Develop the support offered to the Council’'s Elected Members. Key tasks
will include:
o ldentifying issues and developing key actions that need to be
implemented prior to new Members taking up their duties in May
2017.
o Reviewing Member Development & Training and agreeing a new
approach and programme to commence in May 2017.
0 Agreeing essential training and frequency of training for Members
prior to start of new Council term in May 2017.
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e Enhance Members’ accountability by:

0 ensuring that the Standards and Ethics Committee plays a more
proactive role in promoting and enforcing the Cardiff Undertaking
for Councillors and supporting policies in relation to Member
conduct and behaviour; and

o0 strengthening member development and learning programmes
based on competency assessments to improve skills and
understanding to enable them to undertake their roles more
effectively; and

o0 determining what training should be considered essential for
Members to discharge their role effectively.
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Portfolio: Enabling & Commissioning
Programme: Strategic Commissioning

Aim

The Strategic Commissioning programme aims to ensure that the Council has a
consistent and evidenced based approach to how it designs, secures and then
evaluates the impact of the delivered services in meeting the Council’'s priority
outcomes. Successful implementation of the programme will see the Council
deliver citizen-focused, accessible, affordable, joined up services that meet the
needs of individuals and the community; commission services that have the
potential to provide benefits to communities beyond the individual service
provided; and recognise there is value in commissioning services from a variety
of providers.

The focus of this wide-ranging programme will be to drive down the costs of
delivering services and to improve the quality of the services provided to
customers.

Progress To Date

e Culture and Leisure ADM

The Leisure ADM procurement process is at the Draft Final Tenders
stage with draft tenders being received in February 2016. Running in
parallel with this, the current in-house delivery team (Active Cardiff) was
asked to formulate an Enhanced In-House Model, which could be used
as a comparator against all external bids received. As part of the
governance arrangements a decision was taken at the Enabling &
Commissioning Board meeting in October 2015, that the Enhanced In-
House Model would require some ‘internal challenge’. This ‘internal
challenge’ was carried out by the Organisational Development Team,
supported by representatives from Finance and HR. Decision points on
the Leisure ADM will be reached by July 2016 supported by a detailed
business case.

The Culture ADM procurement process is at the Invitation to Submit
Detailed Tender Stage (ISDS) with submissions being received in
October 2015. Draft Invitation to Submit Final Tenders will be published
in May 2016 to the remaining bidder. The Enhanced In-House Model
also requires internal challenge and this will follow a similar process to
the Leisure ADM ‘internal challenge’ process. Decision points on the
Culture ADM will be reached by July 2016 supported by a detailed
business case.

e Enabling Commissioning
The overarching strategic commissioning model and principles were
developed following consultation at Enabling and Commissioning Board.
These are now being tested by the Adult Social Care Commissioning
Project (see Work Stream 1 below) which is developing the Statement of
Strategic Intent for Adult Social Care. These principles will be further
tested operationally in 2016 before being built into the Strategic
Commissioning Strategy in late 2016. The Health & Social Care
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Programme has indicated a willingness to support the development and
implementation of the commissioning model and principles.

e Infrastructure ADM

The Outline Business Case for the Infrastructure Services project was
approved by Cabinet on 15 July 2015. A Full Business Case analysis has
since been undertaken and this is scheduled to be considered by
Cabinet in June 2016. This Full Business Case report will recommend
the proposed future delivery model for the services within scope of the
project. ‘Key enablers’ for achieving future financial benefits identified
through the Full Business Case analysis include technology
improvements, the development of a commercial brand to support
income growth, and support for increasing apprenticeships and
developing links with the NEETs agenda.

e Adult Social Care Strategic Commissioning

- Work Stream 1 — Defining Statement of Strategic Intent for
Adult Social Care
A draft Statement of Strategic Intent for Adult Social Care has been
developed that utilises the strategic commissioning model principles
developed by the Council. In parallel an analysis and benchmarking
of existing commissioning strategies and market position
statements is being undertaken. A Communications Plan is under
development and will be ready for the launch of the Statement of
Strategic Intent. Options are being explored to develop a Statement
for Health & Social Care across Cardiff and the Vale of Glamorgan.

- Work Stream 2 — Opportunity Analysis

The focus has been on identifying and developing opportunities for
delivering savings by improving the management of demand and
enhancing the provision of quality services. This has included
working with the market to improve the performance of the
Domiciliary Care arrangements and undertaking a review of
residential and nursing provision. This has led to the adoption of
alternative service arrangements and improved monitoring systems
for recording and reporting on progress.

- Work Stream 3 — Contract Management and Performance
Monitoring
This work stream has focused on process mapping of contract
monitoring process ‘as is’ and ‘to be’ across Adults and Children’s
services to establish more effective systems for managing and
monitoring contracts, specifically service delivery and contract
compliance. Officers from Adults and Children’s Services are being
actively involved in shaping the outcomes prior to engagement with
the service providers. Safeguarding issues and service users
remain central to this work stream.

Key Challenges
e The timescales originally proposed for the development of Alternative

Delivery Models have proven challenging, given the broad scope of
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services under consideration and the range of expertise and
consultation needed to develop these proposals effectively

Next Steps

e Production of detailed business cases for the Leisure and Culture ADM
so that decisions can be taken in summer 2016.

e Infrastructure Services ADM Full Business Case to be considered by
Cabinet in June 2016.

e Strategic Commissioning Strategy to be developed by late 2016.

e Statement of Strategic Intent for Adult Social Care to be finalised and
launched in the summer of 2016.
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Portfolio: Enabling & Commissioning
Programme: Workforce Strategy

Aim

The Workforce Strategy Programme will strengthen links between business,
financial and workforce planning during this period of financial challenge and
rapid organisational change.

At the heart of the Council’'s approach to organisational development is the
principle that the workforce is our most valuable asset and the creation of a
positive and enabling culture is a primary goal. This Programme will help deliver
the Workforce Strategy (that was approved by Cabinet in April 2015) and will
create a culture that supports a flexible, skilled, engaged and diverse workforce
in order to support the Council going forward.

Progress to Date

This new Programme was established in January 2016 to support
implementation and embedding of the Workforce Strategy (and Employee
Charter) agreed by Cabinet in April 2015. The new Workforce Strategy
Programme is designed to deliver outcomes for and with employees and to help
create a culture that supports a flexible, skilled, engaged and diverse workforce.

Under this programme there are 5 projects underway and whilst all have a
particular focus, they are also interrelated and have linkages both within this
programme and with other ODP projects. Most of the projects have emerged as
priorities from the Council’s Employee Survey findings and they are as follows:

- Learning & Development
(SMT Lead — Andrew Gregory, Director City Operations)

- Health & Wellbeing
(SMT Lead — Christine Salter Corporate Director, Resources)

- Performance Management
(SMT Lead - Sarah McGill, Director Communities, Housing and
Customer Services)

- Employee Voice
(SMT Lead — Paul Orders, Chief Executive)

- Workforce Planning
(whilst this did not emerge from the survey, it is an organisational priority
as confirmed by the WAO Corporate Assessment Follow On report).

e Personal Performance and Development
- Continued to build on work already done to simplify and improve the
Personal Performance & Development Review (PP&DR) process and
increase the levels of compliance at key parts of the process.
- In addition to performance objectives, corporate objectives for 2016/17
have been reviewed, agreed and incorporated into DigiGov:
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0 Retention of previous Corporate cascaded objectives (to be
turned into smart objectives) for managers on managing
sickness, PP&DR and financial accountabilities plus additional
new objective on completing revised Disciplinary Policy e-
learning module by 31 July 2016.

o New ‘Development Objectives’ relating to Cardiff Manager
Programme.

o Behavioural Objective for everyone regarding embedding a
theme from the Employee Charter.

e Cardiff Manager Programme and other Learning & Development (L&D)
Activities

0]

0]

Delivery of Cardiff Manager Programme (and associated support) to
340 line managers (Grades 8-10).

Based on feedback, review of structure of Cardiff Manager
Programme and to be rolled out to Grade 7 managers.

Completed review and refresh of the Council's Academy to ensure
programme of delivery aligns with corporate priorities.

Implemented Pitch Perfect skills programme to engage all levels of
staff in L&D, culminating with the final event taking place on 29 March
2016, which was won by a team from the horticultural nursery.
Established programme of TULR and Digital Champions along with
an Essential Skills Programme and the creation of a new Essential
Skills Co-ordinator post.

e A Focus on Attendance Management and Health & Wellbeing

o

Whilst the outturn for 2015/16 was 9.56 FTE days against an overall
target for the Council of 9 FTE days, this is an improvement on the
2014/15 outturn (which was 10.11 FTE days) and represents a
reduction of 10,400 sickness days across the Council; a reduction of
0.55 days lost per employee. Since 2012/13 we have seen a
reduction in sickness of over 18%. The Attendance & Wellbeing
Policy was subject to review in July 2015.

Compliance with Return to Work, carrying out stage interviews,
improving and reduction in long term sickness cases achieved with
support of sickness team in HR-People Services.

Employee Assistance Programme put in place from November 2015
and impact to be reviewed in 12 months.

Health &Wellbeing Project team set up in January 2016 (comprising
representatives from Directorates, Trade Unions and Employee
Networks).

e Workforce Planning

o

A review of a number of practices within the Council provided
evidence to WAO that workforce planning is happening within the
Council although processes need further formalising.

Cardiff joined with a small number of authorities participating in a joint
WLGA/WAO venture to develop workforce planning best practice.
Workforce information provided and reviewed as part of the business
planning/Directorate Delivery Plan process.
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e Employee Voice

o 35 employee roadshows facilitated involving Chief Executive and
SMT with over 1,500 staff attending.

0 Ambassadors Network set up and consolidated with 159 staff being
involved.

o Over 120 staff meetings with the Chief Executive as part of “Have
your Say” sessions.

0 ldeas forum and Cardiff Manager Forum set up.

o Internal Communications and Engagement strategy approved by
SMT.

o0 Make the Difference campaigns and branding put in place.

o Facilitation of Council employee survey, achieving highest response
rate to date of 51.6%.

0 Schools employee survey launched March 2016.

Next Steps

Individual Performance Management — including the establishment of a
cross-Council project team that will engage with a wide range of
colleagues to help further develop the Council’s culture in relation to
individuals’ performance management, working to ensure that every
member of staff understands that managing performance is an integral
part of their role. This will include working with stakeholders across the
organisation to understand perceived barriers to the current PPDR
process and then co-designing a refreshed appraisal approach that will
have clear links to personal development and wider business planning,
while also providing managers with the information they need to
effectively manage their services. The new appraisal process will then
launch in April 2017.

Develop a Corporate Learning & Development Strategy and also
develop the Council’'s Academy to be the gateway to Council wide
Learning & Development activity. We will also progress an essential
skills audit for frontline staff and provide appropriate development plans
to identify needs and upskill staff. Roll-out of both the Cardiff Managers
Programme to managers at Grade 7 and below and the Pitch Perfect
Programme.

Submit an Employee Health & Wellbeing Strategy to Cabinet in June
2016. The Council will also aim for bronze Corporate Health Standard
mock assessment in June 2016 working towards a full assessment in
October 2016. We will also support and commit to the Time for Change
Wales (TTCW) initiative. A targeted communications plan will be put in
place to raise awareness of Health & Wellbeing initiatives along with a
dedicated page on the Intranet.

Development of Corporate Workforce Planning guidelines and toolkit
together with the implementation of a technology based solution to
enable more effective workforce planning. The essential skills gap
analysis is to be progressed with a key focus on service delivery. A
review of the non-permanent workforce will also be carried out to meet
the social inclusion needs of the Council.
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Review and refresh the programme of Staff Engagement and
undertake a Corporate Employee Survey in the autumn of 2016.
Circulate the results of the schools employee survey in the summer of
2016.
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Portfolio: Reshaping Services
Programme: Customer Focus & Enabling Technology

Aim

Customer Focus & Enabling Technology comprises two key elements:

Community Hubs: Developing and delivering Community Hubs that
enable citizens to access the services they need in the way they want to,
through joined up services and closer working between the Council and
its partners.

Enabling Technology: Establishing and exploiting standardised
technology across the Council to improve efficiencies and maximise the
capture and use of customer data. The aim is to drive down the cost of
delivering services, improve quality and consistency of customer service
and eliminate unnecessary duplication of effort through a rigorous
integration of “back office” processes.

Progress To Date

Customer Relationship Management (CRM): First phase of the new
CRM system went live in C2C in January 2016. Following phased future
roll out, this will enable a significant improvement in customer experience,
with greatly improved capture and utilisation of data as well as the ability to
effectively track customer requests from initial contact to completion.

Income Management: Phases 1 and 2 of Income Management went live
in January 2016, encompassing the development of a standardised and
consistent income management approach, including the migration of
Capita payments to Paye.net. This has enabled a greater visibility of all
income across the Council, and has reduced the number of manual
interventions to process and reconcile income.

Debt Management: Implementation of the “One-step” debt management
technology to bring post-warrant PCN notice debt collections in-house in
order that the relevant fees may be retained by the Council.

SharePoint (Document Management): Corporate roll out of SharePoint
has commenced, with the system now live in C2C, Audit, Information
Management, Rent Smart Wales, Enterprise Architecture and
Organisational Development.

Online Parking Permits went live in October 2015, resulting in significant
channel shift away from postal applications; in November and December
2015 the proportion of Parking Permits that were applied for online was
62% and 63% respectively.

Online Parking Appeals went live in February 2016, since when over
1,000 appeals have been submitted on-line.

Online Council Tax Balance Enquiry functionality went live in December
2015.
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Digital Strategy developed and endorsed by Senior Management Team,
ahead of submission to Cabinet in May 2016.

Re-launch of the Council’s website, which was subsequently awarded 4
stars in a SOCITM Better Connected Survey. The Cardiff Council site is the
only 4 star rated website in Wales. By way of context, the previous website
was awarded 1 star status.

Continued implementation of the Community Hub Programme

- City Centre Hub opened in the summer of 2015.

- Rumney Hub official opening in February 2016.

- Grangetown Hub official opening in March 2016.

- Into Work Service available in all Community Hubs in Cardiff,
supporting people into work and providing valuable volunteering
opportunities.

Key Challenges

The implementation of the CRM experienced some delays due to the
delivery of the system through Cloud-based solutions, which was a new
technological approach for the Council.

The initial take-up of Share Point was slower than anticipated as people
adapted to the new requirements of this approach.

Next Steps

Going forward, work will continue to focus on developing a range of unified
channels for customer contact based on customer requirements, and using the
customer and community intelligence to inform future service development. We
will develop services that are “digital by default” and face to face where
necessary. All activity undertaken will be aligned with the five key principles for
‘One Council’ change, which include:

The citizen at the heart of everything we do;

Consistent quality whatever service or channel a citizen chooses;
Decisions are made to provide maximum benefit for the whole Council;
Common business activities should be done in a common way;
Information is an asset that has measurable value to the Council.

Key deliverables will include:

Online Services (CRM & Web): Continued implementation of CRM and
Customer Portal, including self-service capability. Specifically this
includes the roll out the customer portal with full CTAX functionality,
whilst the potential for e-Billing will also be reviewed. This will be followed
by further roll outs of digital services based on corporate priorities, which
are likely to include the roll out of a Business Portal for NNDR
transactions in the next phase of the project.
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SharePoint (Document Management): Broaden and accelerate the roll
out of SharePoint across the organisation to support document and
record management and manage all additional supporting capabilities
delivered via SharePoint platform. SharePoint platform also due to be
upgraded during 2016/17.

Income Management: Migrate Cash Flow users onto eReturns or
Paye.net and decommission the Cash Flow application. Replace HSBC
rented Chip & PIN units where not integrated. Improved analysis and
reporting of income, used to assist Commercialisation using improved
functionality.

Debt Management: commence working towards achieving a
consolidated approach to Debt Management across the organisation,
achieving a single view of debt for each customer, ensuring effective
prioritisation of essential debts and making effective use of resources for
managing and collecting debts.

Customer Services Strategy: Produce a Corporate Customer Services
Strategy for all customer-facing activity across the organisation including
all required governance and delivery models.

Hub Delivery: Manage all remaining aspects of the delivery of the
Community Hubs Programme through the exiting Hub Programme
Board, progressing the following:

Fairwater Hub (June 2016)

STAR Hub (October 2016)
Llanedeyrn Hub (March 2017)
Llandaff North Hub (January 2017)
Llanishen Hub (Spring 2017)

St Mellons Phase 2 (Winter 2017)

In addition to the drop in sessions themselves, Into Work runs volunteer
programme, operating with around 45 volunteers at any time, providing
further opportunities for people to gain valuable experiences, develop
their skills and make new friends.
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Portfolio: Reshaping Services
Programme: Social Services Improvement Programme

Aim

The Social Services Improvement Programme aims to create real and
meaningful improvements in customer outcomes and support positive demand
management through enhanced preventative services. This programme has
delivered some significant changes, required by the Social Services & Well-
Being (Wales) Act, and complements business as usual services and activities
that ultimately contribute towards achieving the end goals of ‘providing
sustainable social services’, ‘safeguarding vulnerable adults and children’ and
‘promoting and supporting independence, well-being voice and control’.

Progress To Date

o Mobile Working & Scheduling (Reablement): A transitional roll out of
the mobile working and scheduling technology solution took place
between January and April 2016. This was completed following the
development and configuration of the technology and the completion of
full User Acceptance Testing, DRS training and Total Mobile training.
Significant improvements to service and efficiency are already being
seen, and these will allow more people to receive reablement services,
reducing the demands on long term dependency care.

o Agile Mobile Working for Social Services: Phase 1 has delivered Agile
Mobile Working solutions to mobilise around 275 Social Services staff
based in Global Link, enabling the vacation of this building and the
release of cashable savings for the organisation. It is also enabling social
workers to spend more time engaging with children and families by
reducing travel time. Key technology components have been developed
to facilitate this, such as Direct Access, with Office 365 and Skype for
Business due to follow.

o First Point of Contact Adult Services: The first point of contact for
adult services was launched in October 2015 to both the public and
professionals and is staffed by 11 contact officers. The service offers
information and advice provision on prevention and early intervention
services with guidance and support from social workers to step up into
social services if required. The adults’ social services web pages have
been refreshed to reflect these changes. Channels into adults’ services
have closed and contact officers have accessed intensive training.
Between June 2015 and March 2016 the percentage of new case
resolved through first point of contact increased from 32% to 52%.

. First Point of Contacts Children Services: Extensive analysis of the
Children’s Access Point, Reception and Data team as well as both the
Family Information Service and Families First Freephone service (Team
Around the Family) has been undertaken to inform the development and
processes required for First Point of Contact Children Services. The
children’s social services web pages have been refreshed and
information on children’s services is being provided via the Dewis Cymru
information web portal. Synergies across both first point of contact adults’
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services and the MASH project have been considered with a decision
made to close down the project to avoid duplication and entry points into
children services.

o Directory of Services (Dewis Cymru): The national directory of
resources, Dewis Cymru, went live across Cardiff and the Vale of
Glamorgan at the beginning of April 2016 ahead of the implementation of
the Social Services and Well-Being Act as well as to support the
development of the First Point of Contact projects. Information on
services and resources from across the City of Cardiff and Vale of
Glamorgan Councils, as well as the Third Sector, have been entered
onto Dewis Cymru with over 1000 entries to date, which include services
such as libraries, hubs and adult education.

o Independent Living Services: further development of Independent
Living Services initiatives, including:

- Independent Living Centre — a house equipped with a variety of
adaptations that promote independent living and demonstrate how
people can live in their own homes for longer

- Step Down providing short term accommodation in fully equipped
properties for people that are ready to leave hospital but need time
for adaptations to their property to be made. Step Down
accommodation is 95% cheaper than staying in hospital and has
saved the UHB over £65k in 2015/16.

- Visiting services that support people where there are social
related issues that could be delivered via alternative solutions as
opposed to referring to Social Care. This includes isolation and
loneliness, housing and environmental issues, difficulties looking
after a relative or friend, financial difficulties (debt and welfare
benefits). The visiting officer aims to motivate and enable
individuals to take an active part in their surrounding community as
well as access or develop support structures around them. To
date, this service has identified £1.15m of unclaimed benefits for
Cardiff’s service users.

o Accommodation & Support Strategy: Review of accommodation and
establishment of Gateways that align service users to accommodation
that best suits their requirements. These include the Young Person’s
Gateway and Single Person’s Gateway, which launched in October 2015
and November 2015 respectively.

o Remodelling Social Work: Business case developed and approved for
implementing the Signs of Safety methodology. Recruitment for senior
managers is ongoing and a Signs of Safety strategic plan is currently
being developed. A high level training plan is in place with training to
commence in June 2016.

Key Challenges
e The cultural change required to deliver agile mobile working was
significant, with staff understandably concerned about the changes to

their working practices.
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The introduction of the Social Services & Well-Being (Wales) Act meant
the scope of the First Point of Contact Adults Project had to be
expanded, which has extended the timeline of the project.

Next Steps

A significant challenge moving forward will be enabling the delivery of
sustainable social care services that provide appropriate levels of care and
support to those who need it, whilst balancing growing demands and the tough
financial climate. Key to this will be the continued development of preventative
services, promoting independence and reablement, and improving work
efficiency, further reducing non-productive time and consolidating common
processes and back office functions where possible. Key deliverables will
include:

Agile Mobile Working for Social Services: Building on the successful
roll out of Phase 1, a further 250 staff are to be mobilised from a variety
of Social Services teams, including the Emergency Duty Team, Learning
Disabilities, Mental Health Service for Older People, Youth Offending
Service, Looked After Children, Fostering and Personal Advisory
Service. This will further support the Assets and Property Programme
within Enabling & Commissioning, as mobilisation of staff facilitates the
rationalisation of office space requirements. In addition to the
mobilisation of staff, the project will continue to build the supporting ICT
infrastructure for business, further enhancing the potential for efficiency.

First Point of Contact Adult Services: A Service Level Agreement
between Housing, Communities and Customer Services and Adults
Social Service is being written to confirm formal arrangements. MITEL
telephony system is being ordered to improve quality and performance.
The Occupational Therapy telephony team will be transferred over to
First Point of Contact and a self-service web assessment is to be
developed to support information, advice and assistance. User testing
and customer feedback processes are to be developed and social
workers are being employed to support early intervention and prevention.

First Point of Contact Children Services: A project closure report has
been written which recognises the project deliverables and evaluation.
Benefits have been realised to the project and lessons learnt shared with
the service area. Clear recommendations and opportunities have been
identified and handed over to the service area including the Family
Information Service located in Education and to the MASH project.

Directory of Services (Dewis Cymru): Various directories are being
cross referenced in order to target new resources across the region. The
City of Cardiff Council approved adults’ provider lists, such as residential,
nursing and day services, are being uploaded as well as Independent
Living Services and Drug Support services, with other preventative
services to follow. Dewis Cymru is due to be launched at the Association
of Directors of Social Services (ADSS) Cymru National Social Services
Conference on 29-30 June 2016 and regional launches will happen
throughout Wales leading up to and during the week after the ADSS
launch. User testing and customer feedback processes are to be
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developed and a Dewis Cymru Role Administrator post is being
developed to work across both Cardiff and the Vale of Glamorgan
Councils.

Preventative Services: Further integration of services which now
includes Disabled Facilities, Joint Equipment and Day opportunities. We
will further develop the work on first point of contact to ensure
compliance with Part 2 of the Act, delivering a range and level of
preventative services that will reduce or prevent people’s need for care
and support. A bid for capital funding from the Intermediate Care Fund
will be submitted for additional step down to support the reduction of
Delayed Transfers of Care (DToC). We will Work in partnership with the
Local Health Board to deliver evidence based Population Needs
Assessment and we will work in partnership with Public Health on how to
effectively use the communal space within the Sandown Court and
Brentwood Court developments, to link in with Locality based work.

Locality Based Working: Development and delivery of an initial pilot in
Llanishen, with another to follow in Butetown, that aims to deliver more
effective, better integrated services for older people based on new
locality based models. The model will recognise the importance of the
local community in supporting older people, and the pilots aim to improve
domiciliary care provision, offering flexible tailored care for clients,
reduced transport time for care workers, forging strong links with the
Community Reablement Teams and with a wider range of integrated
primary health services by working in closer local partnership with GP
Clusters. The pilots will also improve access to local day opportunities,
improving knowledge of need and provision, using existing facilities and
assisting with the development of sustainable options to meet gaps in
provision

Accommodation & Support Strategic Review: The establishment of a
Domestic Abuse refuge Gateway is nearing completion. Phase 3 of this
programme of work will involve using information about demand for
services and gaps in provision, gathered in part through the use of the
gateways into Supported Accommodation and Floating Support Services
established in Phase 2, to inform commissioning of services over the
next three years.

The initial focus will be to re-commission floating support services
towards a contract start date of April 2017. It is also proposed that
gender specific supported accommodation, floating support and domestic
abuse Independent Domestic Violence Advocate (IDVA) services are
recommissioned during 2016/17.

Some floating support services may be excluded for recommissioning in
this first year as there is the opportunity for joint commissioning. For
example floating support and accommodation-based services for young
people with Children’s Services to pool funding from base budgets,
supporting people and families first grants to commission a joined-up
accommodation and support service for young people.
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Joint work is also underway between communities and the Community
Mental Health team in Adult Social Services to identify and review all
mental health accommodation and support provision across the city, and
to explore whether a more joined up approach can be taken.

A key early task for the project will be to determine the scope of the
floating support to be commissioned at this time and what services can
be more effectively commissioned jointly with partners.

Where there are opportunities for joint commissioning or more effective
packaging of services the commissioning of some floating support
services may be delayed until the second year of Phase 3 of the
programme (2017/18).

It is planned that in year 2 and 3 (2017-18 and 2018/19) the remaining
accommodation based support services will be recommissioned with the
larger homeless hostels being the final services to be recommissioned.

Remodelling Social Work: Implementation plan for the Signs of Safety
framework to be delivered. Signs of Safety framework will provide social
workers and partner agencies a clear and cohesive framework in which
they can work with families creatively in order to manage risk safely as
opposed to using the traditional methods of control and removal of risk
which evidence indicates does not always provide a positive sustainable
outcome for children.

The Signs of Safety approach describes itself as a relationship-grounded,
safety organised child protection framework designed to help families
build safety for children by allowing those families to demonstrate their
strengths over time. For example, when working with a parent who
misuses substances, the signs of safety approach will seek to manage
the substance misuse behaviour and minimise risks to the child whilst
change occurs as opposed to setting unrealistic expectations in which
change may not occur. This approach also helps practitioners realise that
removal of risks is not always necessary when protective factors can be
enhanced provided that these are commensurate with the needs of the
child.
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Portfolio: Reshaping Services
Programme: Vulnerable Children & Families

Aim

Through the Vulnerable Children & Families Programme, the City of Cardiff
Council works with multi-agency partners to develop and deliver key partnership
projects that achieve improved outcomes for children and young adults. These
projects contribute to delivering the Early Help Strategy, better enabling
partners to work together, share information, and put the child and their family
at the centre, to ensure that children and families receive the support they need
at the right time and in the right way.

Together, we strive to develop a range of flexible and responsive services that
meet the changing needs of the city’s children and young people. The Council
recognises the need to move the focus away from managing short-term crises
and towards effective intervention and support for children and young people
and their families at an earlier stage.

Progress To Date:

e Multi-Agency Safeguarding Hub (MASH): The principles and operating
model for the MASH have been firmly agreed with partners, and it has
been agreed that the MASH will be located at Cardiff Bay Police Station.
The ICT design model, information sharing platform and accommodation
plans have been agreed, and the vetting process has been completed for
Council staff that will be moving into MASH in its first Phase.

e Remodelling Services for Disabled Children & Young Adults: An
integrated operational manager came into post in October 2015 following
a comprehensive review of opportunities to work collaborative with the
UHB and the Vale of Glamorgan. Priority areas have been agreed and
work is progressing to with these key areas which include regional
commissioning opportunities and transition processes for disabled young
people entering adult services. An opportunity arose towards the end of
the year to apply to the Intermediate Care Fund which supports regional
and collaborative working across Cardiff and the Vale of Glamorgan UHB
and Local Authorities. This was a collaborative bid across Children and
Adults Services to take expedite the progress required in improving
services and delivery for disabled people with complex needs and
learning disabilities.

e Adolescent Resource Centre: Service Specification developed,
followed by the Full Business Case which was approved by IRB in
September 2015. A site for the Centre has subsequently been agreed for
this Centre that will provide intensive support for young people who are
at risk of becoming Looked After and may otherwise require costly
external agency placements.

e Vulnerable Families Project: A project team was established to
commence this project, which aims to develop an integrated approach to
identifying families that require support and interventions from a number
of multi-agency partners, to maximise resources, reduce costs and
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provide a more effective joined up service for families. The project
developed links with English local authorities and is looking to mirror the
approach utilised as part of the Troubled Families initiative in England.
However, the project has struggled to overcome some data sharing
issues, thus resulting in slow progress to date. Given the new
requirements arising out of the Social Services & Well Being (SSWB) Act
2014 (to produce and publish a whole population needs assessment by
March 2017), it has now been agreed that the first phase of this project
will be incorporated into the 2017 SSWB Act assessment.

Next Steps

Multi-Agency Safeguarding Hub (MASH): An Information Sharing
Protocol is to be finalised with all partners; ICT work schedule to be
implemented, and MHUB development to be completed. This will be
followed by the co-location of the various staff teams and the completion
of relevant training and team building undertakings. It is planned that the
MASH will have a soft launch in July 2016, followed by a formal launch in
September 2016.

Remodelling Services for Disabled Children & Young Adults:
Progressing over the next year will be regionalised commissioning for
disabled children and regionalised transition process and protocols. The
Intermediate Care Fund (ICF) application is subject to Welsh
Government approval however, early indicators are positive. As a result
of the increase in individual projects, the Remodelling Services for
Disabled Children and young Adults will escalate to programme level
within the reshaping services portfolio and be renamed in line with the
Integrated Services Agenda. The projects outlined within the ICF are;
Development of a regionalised complex needs service, enhancement of
the Neuro-Development Services, supporting regional First Point of
Contact/Single Access Point with disability expertise, Transition
expansion, Enhanced day opportunities, Enablement services, Flexible
respite provision and specialised supported accommodation. Where
possible, these individual projects will interface with other projects to
avoid duplication and enhance capacity to take forward development in a
timely way.

Adolescent Resource Centre (ARC): New posts for the ARC Manager
and core staff team have been created following conclusion of the Job
Evaluation process and the recruitment process will commence shortly.
Development of the operational model is progressing with key partners
such as Education and Health and initial designs are progressing in
respect of site that has been identified as the ARC base. Local member
consultation will be required before arrangements can be finalised.
Alternative models for providing the overnight respite element of the
service are being explored that does not place a reliance upon recruiting
approved foster carers to undertake this role as it is felt that a scheme
that is more akin to the Safe Families model may be easier to achieve
given the local shortfall in approved foster carers. Anticipated go ‘live’
date is September 2016.
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Portfolio: Reshaping Services
Programme: Infrastructure & Neighbourhood Delivery

Aim

The aim for Infrastructure & Neighbourhood Delivery is to ensure that major
services which account for a significant proportion of the Council’s budget are
delivered from the lowest financial base whilst achieving key service delivery
outcomes. Moving forward through 2016/17 and beyond, the Programme will
look to transform Neighbourhood Services, building on the successful elements
from Phase 1, and improve the use of digitisation across the service to improve
service delivery and achieve efficiency savings.

Progress To Date:

Phase 1 of this Programme closed in May 2016 and has delivered over
£1.3million of savings to date. The principles of the pilot in the south-west of the
city were applied across the city. Neighbourhood service teams were allocated
to specific wards in order to create ownership and build-up knowledge of each
wards specific needs. Depots were utilised in the east and west of the city to
place teams closer to the area in which they worked. This has resulted in the
following:

- Sense of ownership of an area

- "“Own it; Do it; Sort it” mind-set

- Shared resources across services and improved working
relationships across teams

- Reduction in travel times by creating and extra depot in the West of
the city

- Reduction in Fuel Spend

- Reduction in job turnaround times

- Reduction in the level of C2C customer enquiries

- Improvement in productivity with fewer front-line staff

- Positive feedback from staff involved (front line)

Key Challenges

e Early in the Neighbourhood Services project, the scope shifted several
times as the services that would be most suited to this approach were
identified. This caused delays in progress. In addition, further integration of
managerial and back office structures will help to deliver efficiency gains.
The project has yet to lead to consistently better outcomes for communities.

Next Steps

The following areas will be progressed in 2016/17 and 2017/18:

e Digitisation of Neighbourhood Services — implementing new digital
systems to modernise service delivery, including the development of a

Neighbourhoods Portal that will enable residents to report defects and
subsequently receive automated updates.
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Neighbourhood Services Transformation — reviewing in detail the
positive improvements delivered through Phase 1 of the Programme. A
programme for change will be developed that identifies major new
opportunities in terms of delivering city-wide cleansing/streetscene
improvement and service & cultural transformation, whilst delivering
efficiency savings.
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	CAB 16 June - ODP - App 1
	 Performance Management accountability processes have continued to improve and this was recognised by the WAO Corporate Assessment Follow On report. The Council has put in place a Performance Management Strategy, which is underpinned by a Performance...
	 Estyn Monitoring – following their final monitoring visit to Cardiff in January 2016, Estyn concluded that the authority is no longer in need of significant improvement and removed the authority from any further follow up activity. Satisfactory prog...
	1) Improving the performance of pupils at Key Stage 4, particularly in the wider capped points score, level 2 and level 1 threshold.
	2) Improving the percentage of young people that are not in education, employment or training.
	3) Improving the information available on the extent and quality of provision made by schools for pupils educated away from the school site.
	These areas for improvement will be addressed in the Directorate’s Delivery Plan for 2016–2018.
	 Care and Social Services Inspectorate Wales (CSSIW) undertook an inspection of Children’s Services in January 2016. This inspection concluded that the Council was committed to prioritising services that support those who are most vulnerable. There i...
	 Service review methodology – this has been developed and implemented across a number of areas across directorates (The Resources directorate had service reviews undertaken in Legal, Finance, HR and ICT) and, in particular, those services affected by...
	 Quarterly performance reports – these are discussed at SMT, Scrutiny Committees and Cabinet. To ensure transparency, accountability and review of performance information, various mechanisms have been established by which to test the performance of C...
	 Accelerated Improvement Boards – these have been established for Education and Children Services to provide support and develop performance management behaviours and processes.
	 Dip sample quality test of PPDRs for 2015-16 – this was undertaken to ensure that the reviews being undertaken and the objectives being set are of good quality. An audit tool was used to complete this test, populated by Operational Managers, which s...
	 Ambassador Network – this has been established to support the delivery of the Council’s employee engagement agenda. The outputs of this network are communicated via employee roadshows, Have Your Say sessions with the Chief Executive and corporate co...
	 Employee Survey – employee views have been sought through the Council’s Employee Survey and feedback has provided clear direction on future priority areas of work, including: Learning & Development; Employee Voice; Performance Management and Health ...
	 Employee Roadshows – these events provide staff with an update on progress in relation to the above priority areas.
	 Improved Decision Making & Ethical Culture – the Council has agreed new corporate values which were informed by staff consultation. Modern.gov has been embedded within Democratic Services to improve agenda management and work plans for Council and C...
	 Member Development & Engagement – the Council has delivered a Member Development Programme and the Member Learning & Development Plan was reviewed by a Member Development Steering Group against the agreed WLGA Member competencies. In addition, a sys...
	 Public Engagement & Communications – including the piloting of public questions at Scrutiny Committee meetings and the provision of a weekly calendar of meetings and member focused events to Councillors.
	Key Challenges
	 The programme needs to be a primary driver for embedding the improvements acknowledged in the WAO Corporate Assessment Follow On report.
	 Better integration of the organisation’s perspective of its performance in delivering the ODP with the performance of services and achievement of overall outcomes will need to be developed.
	Next Steps
	To build on the success of the work described above and to continue to develop effective Performance Management across the Council, the following steps will be taken during 2016-17:
	 Develop the Council’s approach to business planning, to ensure a consistent set of plans are in place across the organisation which will provide a robust golden thread with clear lines of accountability and understanding of the outcomes we are seeki...
	o Reviewing the Performance Management elements of the Corporate Plan
	o Reviewing the format of Directorate Delivery Plans
	o Introduction of consistent service-level plans
	 Develop the Council’s approach to reporting Performance Management information to ensure the right audiences get the right information at the right time to aid effective decision-making and to ensure appropriate accountability. This will include:
	o Improving the timeliness with which performance information is reported
	o Supporting services in ensuring/improving the validity of performance data
	o Reporting performance in a transparent way, including to the public
	o Developing performance scorecards which will focus performance reporting on the issues that matter most to respective audiences
	 Develop a culture of accountability and challenge across the organisation. This will include:
	o Supporting colleagues from across the Council to understand how to constructively challenge their own and, where appropriate, others’ performance
	o Using a new Performance Support Board to support service improvement
	o Working with Elected Members to support them in effective Performance Management practices
	 Develop the Council’s approach to how it manages Open Data across the organisation. To achieve these goals, the project will initially:
	o review the available open data licenses and establish such a license for the authority
	o review open data platforms that could act to make the data sets available
	o identify suitable data sets for publishing and the associated governance necessary to publish and maintain these data sets.
	 Develop the Council’s approach to scrutiny in order to:
	o Further strengthen the Council’s scrutiny function by developing an approach to scrutinising cross cutting issues; and ensuring that any vacancies on scrutiny committees are filled quickly
	o Ensure in-depth consideration of the key strategic challenges facing the non-executive governance of the new Council in May 2017, and the actions required of Scrutiny Councillors, Cabinet Members and senior managers to enable those challenges to be ...
	o Ensure that all committee agendas, minutes and decision-logs are published in a timely manner on the Council’s website, and increase the number of committees that are webcast.
	 Develop the support offered to the Council’s Elected Members. Key tasks will include:
	o Identifying issues and developing key actions that need to be implemented prior to new Members taking up their duties in May 2017.
	o Reviewing Member Development & Training and agreeing a new approach and programme to commence in May 2017.
	o Agreeing essential training and frequency of training for Members prior to start of new Council term in May 2017.


