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Review of the Harraby Together We Can Pilot 

4 October 2010

1.
EXECUTIVE SUMMARY

1. In the last Place Survey over two thirds of Carlisle’s residents are not convinced they can influence what happens in their local neighbourhood. A number of pilots under the banner ‘together we can’ were organised to test how far multi agency working in a community can change this perception. The secondary aims were to develop – using one ‘logo’ - service improvement and coordination across a number of partners to increase community impact. A third and increasingly relevant objective is to secure improved value for money at a time of extreme financial pressure.

2. In the Carlisle area two pilots were agreed for Harraby and Longtown. These areas were chosen in areas recognised to have very different needs, support staff and local partnership capacity. The pilots were locally coordinated by the County Council’s Community Unit and City Council’s Community Services Unit.  The form of activity planned was up to the local planning group. This activity has now been underway for two years. 

3. A range of partners are involved in both planning and delivery from the statutory, uniformed and Third Sectors (especially but not exclusively Barnardos, Catholic Club and Community Centre). Elected members from county and city participated in much of the local activity.  Local activity has been varied and extensive, including streetsafes, firesafes, patch walks and a wide range of community based activities including two Galas. 

4. Headline results from the pilot have been very positive  
· a wide range of residents and agencies have engaged with the process
· On the whole, residents felt positive about their ability to influence and about their local area

· those interviewed have been generally positive about the experience and the opportunity to learn from this across Carlisle

· A wide range of detailed findings, both positives and areas for development have been identified

These are included in the Powerpoint format presentation included as Appendix 1.
5.
Key recommendations from the review
The pilot has been very well received in Harraby and enviously observed by councillors and residents in other parts of Carlisle.  But without a clear view on sustainability and development we are concerned these positives could be dissipated. We therefore recommend that you progress one of three options:

· as part of overall budget reductions you implement an exit strategy for Harraby TWC (additional temp post ends Jan 2011);
· at this stage and pending a longer term understanding of city wide empowerment and area management you continue with pilot until such time as an overall approach is agreed; or
· agree minimum standards for empowerment and mainstream, these using existing resources say from April 2011.
Further to this, six broad issues are identified as fundamental to the development and potential roll out of this pilot, namely:
· Community engagement practice and alignment

· Shared understanding of Geographies in Carlisle

· Sensitivity to anticipated service changes and reductions across the public sector
· Leadership and ownership

· Devolved decisions

· The future of the NCTC site
We believe these need to be set within a simple development plan.
Community engagement

Compared with practice elsewhere in England, community engagement activity is currently well resourced with scope to share learning across the city from successful  TwC and other activities eg Morton Masterplanning.
A significant part of existing engagement work is neighbourhood forums. We recommend that you review the role/future of forums when you have clarity about other related elements eg neighbourhood management areas.
We also recommend that you seriously consider the scope for improved effectiveness of engagement work through co-location/better joined up engagement staff from different agencies. We have not undertaken a detailed inventory of these staff but the most significant partners in this respect appear to include County, City, Fire and Rescue Service and Riverside Housing.

We further recommend that community engagement work is explicitly coordinated within the context of a single framework such as the Achieving Better Community Development (ABCD) model, promoted by the Cumbria Strategic Partnership.
Geography

It was clear from interviews that Carlisle has a complex geography of service delivery, electoral geography and community identity. These can sometimes confuse residents and make collaboration across agencies problematic. For the future development of effective local engagement we recommend you

· Build a clearer shared understanding of the district that reflects community identity and service management areas and that this include say 6/7 areas district wide for service planning and overview with a shared understanding of local community identity below these.
· We also recommend you investigate scope to develop a common understanding of zero cost neighbourhood management options based on these discussions.
Devolved decisions

Compared with many parts of England considerable resources are devolved to community level.  These are not made explicit to residents in any single location such as a web page or notice board. As part of the development of the next stage of empowerment in Carlisle, it is important to share - across agencies - the sustainability of existing devolved grants including forums, member allocations, and environmental enhancements budgets.
It is also recommended that you make explicit the scope for local influence and decision making on a range of existing services - for example bus shelter location, litter bins, verge cutting frequency - and for the local coordination of these services. 
NCTC 
‘the biggest mistake the council can make is not involving people’; 

‘I remember Lochinvar and this looks like history repeating itself’
Many of the people we spoke to mentioned this as the key to future credibility of the project.  It is a touchstone for the impact of listening across public services.   Many stakeholders are still ignorant of the current position and future plans for the site, despite the two year history of the TwC, there is as yet little evidence that this has influenced the County Council’s thinking.
However that Council has now appointed a project leader and made a commitment that the project will include community engagement.  The project group will take some comfort in knowing that no decisions have been made without their input.  Delays in engagement have been frustrating for the community but seem simply to have been an absence of staff capacity and funding, required to progress the wider project.  
A managed shut down plan is now being developed by the County Council’s Property Unit to ensure that the facilities that need to remain operational continue and those that have no immediate short term use are protected ahead of decisions on their future.  The community centre will be engaged in helping manage the short term operation of the facilities that will cease to be operated by the school.  This should support a close working relationship with the community.  
A NCTC project team will shortly be established to progress the project and a project programme, action list etc will be developed in conjunction with all key stakeholders (including two members of the TwC project group). Within that context we recommend effective communication with all community members (through TwC) which:

· Is explicit about the options on the table (eg the future options for the sports halls, community centre and  theatre);
· Is explicit about the opportunity for residents to influence the windfall (S106) opportunities associated with any developments on the site;
· Is clear on the County Council lead and contact details for this project over the critical next 6 months; and that
· Cumbria CC’s Leader/Chief Executive commits to an explicit timeline for community engagement in NCTC.
Localism, engagement and service reductions

At a time when many organisations are facing severe financial pressures and looking to downsize management, back and front offices and facilities, it is important to be up front with communities on the feasibility to roll out more pilots such as this.  It is also important to understand the cumulative impact in communities and not leaving these to hit them as they each happen.   What is the cumulative impact of these changes on ‘total place’ in communities such as Harraby: how will councils manage that message?

A specific risk in the current financial environment is that the jobs of many of those involved in providing services in communities will be directly affected. There is a risk of negative messages predominating communication in communities and consequently undermining this pilot and reputations of local services. As an example the limited period community involvement worker post expires at the same time as the NCTC site closes and the local policing management changes, a potential risk.  It is important that explicit messages about how partners are working together are communicated to all residents. Using the LSP, as a means of understanding and coordinating these messages, would be beneficial.   
Leadership 

During the review it was clear, perhaps because of current management changes, that there was little clarity on who was leading community engagement and area based approaches in the principal authorities. This has undermined confidence some agencies have in the commitment to progress the pilot. We feel it would be useful to:

· confirm a Carlisle (LSP?) lead for the next stage of empowerment work 

· Consider monthly City Council SMT report and track local responsiveness of key services (ie incidents logged and resolved) in Harraby and elsewhere.
· Over the next 3 months consider how the Harraby pilot fits into future area based service planning/delivery.
· Tell Harraby community representatives what your plans are after March 2011, before the temporary Community Involvement Worker post ends

· Agree and roll out an agreed minimum specification TwC approach (incorporating future community meetings, streetsafe, firesafe and other LSP coordinated local engagement) across whole city area within 6 months.
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