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1. Preamble

1.1 This is the third report prepared as part of the Corporate Organisation Best
Value Review. The previous two were

e “The Scoping Report” ( January 2002)
o “Proposed List of Councils for the Compare Stage” (February 2002)

2. Recommendation

2.1 That this report be approved as providing a basis for comparison when the
future structure of the City Council is considered later in the process.

3. Background

3.1 This report provides information on the 15 Councils agreed by the
Overview and Scrutiny (Management) Sub-Committee as those to be included
for the purpose of meeting the requirement to compare as part of the Best
Value Review process. It builds on the work already undertaken for the
Authority by The District Auditor which was considered at the first meeting of
the Sub-committee.

3.2 There is not guidance specifically on how the compare aspect should be
fulfilled when undertaking a Best Value review of the corporate organisation of
a local authority.

3.3 Set out in this report and particularly within Appendix 2 is a lot of data on
these councils.

3.4 Clearly there is probably no-end to the extent of data which can be
produced and analysed for an exercise of this nature. As to what is of direct
relevance to this review is to some extent a subjective judgement.

3.5 The difficulty is that no one local authority is like another — all have to
respond to a complex inter relationship of many factors such as:

geography topography economy
politics finance deprivation
ethnicity health education
infrastructure crime

and so on.

3.6 Each local authority will have also been moulded over time by its history
and the influence of its member officers and the community.

3.7 Thus it is not our intention within the main report to draw out comparable
factors which although interesting in themselves may not always be of
significance in relation to a review of this nature.

3.8 There are some areas which are of significant interest, particularly those
which raise approaches or ideas which could guide the Council towards its
new corporate structure. Specifically these relate to the structures of the
councils.
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4. Compare Councils Structures.

4.1 The following are the key findings:

All but one had undertaken a corporate restructuring in the last 3 years
and that authority — Exeter had done so in 1996.

(This compares with Carlisle where the last major changes to the
corporate structure was undertaken in 1991.)

All have a Leader and Cabinet system in place
(The same as Carlisle).

10 have directors or heads of service who are responsible to a
particular portfolio holder. One has a system in place whereby each of
3 Executive Directors relate to 2 portfolio holders (Stratford upon Avon).
Another, Gloucester, is the subject of special examination later in this

report.

The remaining 4 — Lancaster; Norwich; Shrewsbury and South
Somerset have no direct corresponding portfolio holder / senior
manager relationship. |

(As now in Carlisle where at present no such linkage exists)

10 have introduced a strategic tier of management with the creation of

executive / strategic / corporate directors.
This is in line with the findings of the District Auditor contained in his report.

(There is no such tier in the Carlisle structure)

Of these, as well as having the role to address the wider corporate
strategic issues, 8 have allocated their executive director specific
departmental responsibilities.

Of the other 2 one, Blackburn with Darwen, has a structure where there
are themed groupings of service directors relating to specific Executive
Directors but not under their operational management. These themed
groupings are entitled:

Community and Personnel

Resources -
Regeneration and Technical.

The other authority, Chester, where the Executive Directors have no
direct managerial responsibility is the subject of special examination

later in this report.

All but three (Ipswich, Norwich and Stratford upon Avon) have a
freestanding chief executive. That is where the Chief Executive has no
departmental responsibilities and therefore is free to manage the
authority as a corporate whole and not get involved in the day — to — day
issues except by exception. In some cases though a freestanding chief
executive will have certain core strategic functions such as policy and
performance under their direct control.

(In Carlisle the Chief Executive has significant departmental
responsibilities)
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e The way in which these core strategic functions report presents the
greatest variety as the following illustrates:

Direct to the Chief Executive 6 councils

To the Chief Executive (but under a Head of Service) 4 councils
To an Executive Director (but under a Head of Service) 3 councils
To an Assistant Chief Executive 2 councils

e None of the authorities had a flat management structure — whereby the
operational heads of service level all report direct to the Chief Executive
without there being a strategic management or traditional
(departmental) management structure in between.

o There was little evidence of support services (such as finance or
personnel) having been delegated direct to operational service areas —
principally this is due to the size of the authorities surveyed. In one of
the Unitaries (Blackburn with Darwen) a number of support services
have been externalised and are now provided by Capita DBS for the
Council.

o All of the Councils (apart from Norwich) retain DSOs.

e 5 of the authorities have transferred their whole housing stock, 1 has
undertaken a partial transfer (Preston). 2 are currently in process
towards transfer (Worcester and Crewe and Nantwich).

e« Those Councils which have introduced a strategic management layer
have differing numbers in these key positions as follows:

2 Executive Directors - 3 Councils Average number of HOS - 10.5

' 3 Executive Directors - 6 Councils  Average number of HOS - 18.

" This is in line with the findings of the District Auditor contained in his report.

e Those with traditional management structures have an average of just
over 5 directors and an average of 21 heads of services.(This is exactly
the same as in Carlisle)

e The pros and cons of both the strategic director set up and a traditional
set up as provided by the Council’s surveyed are set out in Appendix 3.
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5. Compare authorities example structures.

5.1 To illustrate the different options and ideas currently being utilized four of
the compare authorities’ structures have been more closely examined and are

set out in Appendix 4.

For ease of comparison the Carlisle structure is also provided.

5.2 In outline these structures can be summarized as:

Chester Strategic with clear division between
operational and strategic.

Exeter Strategic without a clear division and
showing a strong strategic core.

Gloucester Strategic with clear linkage to the new

political management arrangements

Norwich Traditional departmental with 7
departments -

Carlisle Traditional departmental with 5
departments

5.3 In appendix 4 is a fuller explanation of their structures.

6. Conclusion
6.1 The principal facts arising from this exercise are

e All but one of the compare list authorities have undertaken
a recent corporate restructuring. -

e The trend is overwhelmingly towards a structure with a built
in strategic tier.

o Increasingly Strategic Directors are being introduced in
preference to Chief Officer (Director) type positions.

e Predominately Heads of Service are freed up to get on with
their day — to — day operational responsibilities.

e Most authorities are favouring a direct link to the new
political arrangements.with designated senior managers.

e A large number of Chief Executives are now freestanding,
some with strong direct strategic support.

FOR CONSIDERATION

HACAS Chapman Hendy
March 2002
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Carlisle City Council Appendix 1

Corporate Organisational Review 2002 List of Comparative Authorities
| | | Sub-
Authority | YPeOf o o ulation Urban/Rural  LSVT | regional
Council .
i | Centres
]
. City ] . Yes
Carlisle (District) 105264 . Mixed (underway) Yes
‘Blackburn . ] - o
ﬂith Darwen Unitary 138400 | Urban - Yes (2001) i Yes
City ' ' .
Chester (District) 117500 Mixed Yes (2000) Yes
|
Crewe & . Yes No (but
Nantwich Borough 116700 | Mixed (underway) significant)
. . | | . No (but
Darlington Unitary | 100500 Mixed g No significant)
City | 3 . No (but
Durham (District) 91400 | Mixed No significant)
Exeter City 111300 | Urban No Yes
(District)
Glo c;ster _—City 109060 Urt;an No | Yes
u (District) | |
ipswich Borough 113900 Urban No Yes
Lancaster City 136700 Mixed No Yes
(District)
Norwich City 1 127400 Urban No Yes
(District) i
Preston Borough 136900 Urban No Yes
Shrewsbury Borough 99100 Mixed Yes (2001) Yes
& Atcham
I L i . - N
South L Mixed (5
Somerset District | 155000 small towns) Yes (1999) No
Stratford Borough | 114700 Mixed Yes (1996) No (but
upon Avon i significant)
H
Worcester City 1 97000 Urban No Yes
(District) i
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‘ Corporate Organisational Review — 2002 Appendix 3a
' Compare Authorities with Executive / Strategic Directors

What would you say is good about having a structure with Executive / Strategic
| Corporate Directors?

e It works better at a strategic level

e The authority is becoming more corporate

e It has freed up strategic thinking

e The day to day work is left to the service heads

e The new 2" tier has a much wider horizon as they float and do not have direct
service responsibilities

e There is a focus on the developmént of corporate priorities

e There is a wider vision
e There is greater integration of service priorities

e There are fewer boxes and those that remain are now lower in the
organisation

e Certainty — as long as there is adequate support for the scrutiny function

e The authority had various time bombs which would not have been resolved
under a traditional structure but by being able to take a corporate view these

have all been sorted out
e |t helps members to have a corporate picture

o It very much depends on the calibre of the director and their ability to see
wider implications of courses of action, working relationships etc

o There is now a clearer focus on-corporate ‘objectives. -
« It provides a balance for our long established Area Committees

e |t gives a greater degree of corporate working across the organisation with
less likelihood that service / silos develop at the expense of the whole

organisation

o Corporate Directors with managerial responsibility blend together strategic and
service management

e It reduces defensive departmentalism and increases corporate working

¢ It provides the opportunity to think more strategically
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Corporate Organisational Review — 2002 Appendix 3b
Compare Authorities with Executive / Strategic Directors

What would you say is problematic or less successful about this approach?

e It can look more costly but when closer examination is made of organisation
structures it compares favourably

e Departments / Directors think they lose out!

e No major problems

o Political interface is not as strong

e The old fashioned view causes a problem

e Departmental mentality amongst some directorates

¢ There is a danger of breaking the organisation into tiers

¢ Some senior managers have not moved as quickly as the City Executive
wanted them to

e Can be de-stabilizing
¢ Not many drawbacks — it is now starting to work well

e It takes time for the organisation to change from a traditional hierarchy to a
flatter, broader structure and some executive directors may be more
successful than others at adopting a strategic brief

» Matrix management takes a lot of time and is not always in balance
e The time it has taken to introduce has been very disruptive

e Sometimes it is unciear where decisions are made.
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Corporate Organisational Review — 2002 Appendix 3c
Compare Authorities with Traditional Departments

If you

If you

have another structure what would you say was good about it?
There is more accountability for best value performance

The rest of the Council perceive the Corporate Management Team as being
remote, and are curious about their role

Generally felt nothing good about structure at present except that it was an
interim structure and everybody knew that.

It has created a good team who deal with the corporate and strategic
management issues of the Council and who detach their service
responsibilities from this aspect of their work

Number of people nearing retirement

have another structure what would you say was not so good about it?
Under modernisation people adapt very slowly — old hands die hard
Culture change is slow - this varies between services

There is the need for a vertical training curve

It is an interim structure

LSVT not taken place yet will mean losing employees

Structure not working need more strategic team

Query over director roles — probably lose one when housing goes

Too many Heads of Service

HACAS Chapman Hendy — March 2002 13




Carlisle City Council Appendix 4
Corporate Organisational Review - 2002
Description of 5 comparator Authorities

Chester (Appendix Chart 4a)

Introduced in mid 2000

Chief Executive wholly freestanding

2 Strategic Directors without operational responsibilities whose role is to co-
ordinate and act as mentor

No strategic central core

Heads of Service have full operational responsibility

No designated manager to portfolio holder relationships

One Strategic Director is responsible for managing the overview and scrutiny
function

Exeter (Appendix Chart 4b)

Introduced in 1996

Chief Executive freestanding

Strong strategic core headed up by an Assistant Chief Executive

3 Strategic Directors with operational coordinational responsibilities

Large number of Heads of Service (18) who have day to day operational
responsibility

Gloucester (Appendix Chart 4c)

Currently being introduced

The Chief Executive Officer (Managing Director) is freestanding with direct
strategic support

2 Strategic Directors with themed coordinational responsibilities

Heads of Service (Resource Managers and Executive Managers) have day to
day operational responsibility

The new political arrangements (Gloucester was a pathfinder authority for a
cabinet structure) have built in linkages for both the Cabinet portfolio holder
and the Overview and Scrutiny Committees

The head of Internal Audit reports directly to a strategic director

HACAS Chapman Hendy — March 2002 14



Norwich (Appendix Chart 4d)

Introduced in Autumn 2000
Traditional style based upon 7 departments

Chief Executive not freestanding having the responsibility of both the legal-and
the property services

No specific strategic level — the Chief Officers are all expected to operate
strategically

Very large number of 3" tier posts ( 32 )

No strategic core with communications, policy and performance coming under
3 different Chief Officers

Carlisle (Appendix Chart 4e)

HACAS Chapman Hendy — March 2002

Introduced some time ago but modified significantly in 1991

Traditional style based upon 5 departments

Town Clerk and Chief Executive has major functional and departmental
responsibilities

No strategic tier

15



suoiouny
Augniog ® MaiAIBAQ
ay1 Buibeuew
1o} Aljiqisuodsal
a)eiodioo ay) sey
| Jojoeui( aAinoex3 suQ

slayew
[euonelsado yym Buljesp
ueuy) Jayjes auo Buyojusw
e Ajlediouid s| @d1nag

JO spesH ay] yim 1iN3 8y}
jo diysuoneal jeusbeueu sy

wnioo Juswabeuep|

2002 Yyoien - ApusH uewdeyd SYIVH

sall|iqisuodsal
oneway)
AR OyMm siapjoy
oljojuod j8uqen _
auloads o0} diysuonelal
10811p OU SI 8Jay |

= |
awabeuepy juswdotanag |
1okl S30IN0SaY e Sa0IMBS JuBWdo[aASq RTINS ainsiay $30IN0S3Y Wsino | yiesH g S30IM9S |
101 Jo pesH uewnH oumsig ojjesoowia B aINn) sjelodion : juswiuoNALg Aunwiwio) |
9 Auadoid 10 peay 40 peay 10 peay JO pe3H 10 peaH 40 peay jo pesH 3 dlouosg 0 peg| 0 pee [
J0 peay 10 pesH 0 pesyH jo peay |
_ _ | _ _ H _ _ _ _ |
|
!
|
|
|
(Lw3) weay juswabeuely aAnnasxy |
|||||||||||||||||||||||||||||||||||||||||||||||||||||||||| dnpqusuodsas |
N\ /.. jpuonreado paesajop |
| | i 2apg aorntag fo spreagy ||
“ Jooall aAlnoaxy 10108 BAIINDEX] < _ . _
_ _ _
[ _ _
_ | _
_ _ _
| | .
| _\ I |
| — _ _
! P ™~ i _
/ N R i
__ ( Bugpuwisassf (1p197d11100 \ aANNoaX3 J8iyd | |
i \ s 2031129X7 f3rq0) | |
_ | _
| - | |
\ / !
e btk »> e - :
S
N e » ¢ —————— -
000Z Pl PaANpoUl
I1ouUNos AlID - sley) jeuoljeiado
LY O_mmum.ﬂw B} Usamiag
ey xipuaddy J OHW@I O uofounisip Jjea|n




200z Yyosep - ApusH vewdeyd SYOvH
92IAIBS JO SpESY

b ~ N

/ N “ .
_ ,_ sty omene |
_ wsunoy % Awouosy _ padnoib aie _ £> 1 8|q!
“ ! 90IAI8G JO spesH 8| _ Hosnp sie _ _8nleg Jo spesy 994Ai8s O spesH
| 80IAIBS JO Spesy - =N STTETTT T N
| | | _ / \ \\ \
1 . ( \
| |
| S90IM8S [BDIUYDD | | | | _ SOOINIBS 1| |
| | | SlieH 8 siayiep | i ~ |
| — | | | I == |
[ l j 7
| _ ! _ A = |
“ anpuan Ao _ __ sooros " “ SaoIAIag |BIBUSD |
| 1 1
“ _ | __ 19211 '@ SIPENUOD I “ _ |
i | | . |
] |
oddns jenuas aibajeu | i
“ S90IAISS SOJEIST “ \\llllllllllmlIlhlwlll.lul.mml IIIIIIIIII - __ | _ npny ]
e / I
| \ | L |
" _ i " f __ swinesnyy ' aInsja} “ i * i
_ _ i |
| | Buiuueg Aajeg Hd % suo SS0INIS | 1
| ! mag || _
" N4v | " fouabiawg Apunwiwon EdILNLULIOD wun Aoyod Jaquispy | “ I " S8JIMBG [BuUosiad ||
i i = | | 1
|
_ _ | _ L _ _ _ | __ __ S80INIg “ _ # "
| ABorens " | || [ umeeH [swuonAua | " |
" uoljepodsues | | " | _F | | sa0IMeg jebe |
| | |
" | X | L | _
| : |
| seoInaS BUILLE “ | | | sa0i1nas Buisnop | " |
| Inag Buluuely | | i | i _ S80IAI8G Aunseal . [
_, ;! b I \ I
N s | ¥ / \ /
~-—» “--" TR = <+ -7 ~—» <+« -
I J
| / aAnNoaxy §8Iyn "
wswdoersg _, JUE]SISSY \_ juswiLoliAUg seoInes
% Awouoog N ey, —————l 9 Ajunwwon ajelodion
Jojosq oibsens JojoaiQ o1bsjens Joyanq absiens
NGNS FETIT)
_. 243U20 _
18a1p.435 Suong |

9661 pPadnposul -
8Jjued 8y} 18 suoiouny
Bummoys jewoy
Jopaiip aifsiens ¢

53104 pPUOPUIP.L0GD
puoiunf vy
\ S40192.43(] NBIW4IS

-~ _
Iounod Ay

qy xipuaddy ._mu.mxm




*,

TEETEEAY

2002 Yosep - Apusy uewdeyd SYOvH

8l

Hpny jeusiul

'?003"%
CE s et

o,

jo peay
QOUBLII04D S90IMID uawabeue
mmm_m_wﬂ_mw,_ Mwﬂ.ﬂ“q (buary (uawdojarsq (s010135 A >o_uo”_ o® (ssoineg omﬂo.oEmwo (Isuuosiag o jossy "
3 m_mo.v .m:_.u_:ov AyjeoH) JjgeuIEISNS) Ajunwiwon) m«mhmahoov |equan) .,m [e6a) ajesodio)) g soueuL)
ooue | | seveueny | | JHECH Siifoars oo Jabeuzyy somoses 1obeue oo sateuep
aAnoexg aANdaxg inoexg Hnosxg inosx3 aMNo9X3 d soinosay d s0inosay
(3010138 (seoinosay)
Aunuiwiog) 10}084(]
Y 1010811 : .
[ aSvurpy uonounf
\ - smppaxy | _ | §20O uruo
Jurpuodsa.Liod Sppa) 42EvUrpy
v spq L2quat [ 20unosay qovy
[ onofuod govy T
— - “ qeoddus
" oiSawaps Suoars . —— Jopa1q Buibeuepy
| gnm aayndaxa h_
\Jorgo Suzpuvisao . = -8
9P / aopfiaquz
| pouyod sawiodios |
Lvwgad aq
0 SIS R e §coon |
& b , !
(A1 auj Jo AMM_JMMJ_ bl (Buian ...w.. (juswdolanag | (ao1nie8 _H
: oocww__mw:_vm_\,_ i ,m,m._:.::%v._ . Ayyesy) || ejgeuelsng) Ayunwwog) |- [PUnoy
| dequan [t | squen || owew |} eawew | ewew | aup o jopesT funnog g e
amm_nm_\o,_ 3 JeuIges jeuiqed wuigen || jeuwgen | URIOG B MBIAIBAQ 6
] = ! padonponul bulaqg
Apuauno - sjuaswebuelle
founog Ano |eoiyjod mau auj

S]08|§8J YOIYM JBULIO)

o Xipuaddy J @HW@O n O_ mu Jojoeiip oifejens z




6/

| SaOIAISS
olbe)ens 2100
10 |[aA9| oibsiel;s ON

- BINIONJISBS JUBDSY

PO SyuoW G

2002 yoleyy - ApusH uewdeyd SydvH

S30IAI8S
Auado.
jeban) tw_ omm__m_
jo peaH
M _
Sa0IMI9G ‘ABQ "U0D]
jewouosnug | || ¢ uesdois Busnon olmno® (Soomes Weudojersq souzu
9 |ESILYDS | Bujuue|d jeneds 40 Jojpaiq e : ) [euones o Jo Jopalg
10 10anG 10 102040 10 Joj0auQ Jo 10)081Q 0 J0palq
|| @anoex3 jeyn
: ./..,
sarqusuodsas . \
| s dap |
\ svq aaundaxg Jorgn OOON
& ? UWiNiny paonpoditl
- 8injonaus
1ounog A
Ny I J AID [ewawpedsa(
Py xipuaddy jeuoiipel |

UOIMION




200e yaueyy - Apuap uewideyd SyovH

4

Jsbeuepy |
uopes109y B Hodg
SyIop Bjsipes |
§30IBS iebeueyy jersuac)
juowsneaseg ||
30 PESH SOHU8|D UMO |
CELIPVETS — T T T T TTTTTTT T T >\
asnoy [ejuswoliaug - l |suuosiad )
aiiny o oyang | | jo pesH " Jo peay "
ABojouyos | “ "
sjoejuo) uogeulolu| ] | |
amnsiajopesy | | ubisaq jo peeH | 40 peay _ Augniog » ERIINET _
! MaIMIBAQ) JO pesH snpensuwpy | “ —
! B 99HIUWOY I foueusa] jopesH | |
spishnunoy | | BuILug| JO pesH |— $8NUDARY §0 pEBH [— “ jo pesH I
B S)led Jo pesH | yswdojanaq “
| | olwouoo3] Jo pesan | _
Hoddng ! S80INBS |
! | UoISIAOIH
Awnwwon — Ausd || S0IMIBG B ebaT jo pes ! X T
0 peaH Hodold 10 pEsH jeiueul Jo pesH ! 1ebajo pesH i Buisnoy jo peay
'l suopesiunwuwon |
_ 10 pesH :
| 4
[—— [ EmsE=s o [
i I
juawidoljenag Juswdoersg g (aAnnoax3g i fejiceg |
Ajlunwiwon BIyn Aindeq I A I Buisnoy jo ioj08lig
JuswiuodlALg Jo 1ojoalIQ] | Jl0d $0 peaH B J0}OHOS AND i
Q 2INS197 JO 101081 9) Jainseal] AID ( |
—— N — -/
| [ _ _ S B DI - _
aAIINoeX3 JaIyd
Q9D UMo |
aimonis [ejuswipedaq Juaung
ay Xipuaddy

llounog Ay eisilien




