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1. Label

This work has also been described as a ‘HR STRATEGY’. We dislike this term because:

· It uses an acronym

· ‘HR’ means ‘human resources’ and many people do not like to be labelled as such

· HR usually refers to employees, whereas ‘people’ can also embrace Members.

2. Process

· The People Strategy is being developed in conjunction with the Portfolio Holder 

· CMT will have the opportunity to discuss it again on 5 May

· Council managers will be informed at the scheduled Management Briefing on 4 May

· We will be presenting it to the Executive for formal consideration at Executive on 17 May

· It will go to full Council on 1 June 

· It will need to go to a Special CJC for consultation with the unions in May (date to be arranged) and again after Council (scheduled for 15 June)

· We would wish to have an approved Strategy in place prior to IiP Reassessment on 21 June

· It is also a key response to the CPA Action Plan.

3. What is a People Strategy?

A strategy to ensure that the Council’s people are recruited, organised, developed and motivated towards the successful achievement of the objectives articulated within its Corporate Plan for 2004-2007

The strategy helps provide answers to the following questions:

What is our business?
what sort of people do we need?



Where are we going?
what sort of organisation do we need to get there?



What are the main strategic issues facing the Council?
to what extent do these involve organisational and people influences



What are the critical success factors that will determine our future?

What needs to be done to achieve these?
how far are these determined by the quality, motivation, skills, commitment and attitude of our people?

how can people be best utilised towards this?

4. Background

The Council has numerous ‘personnel’ policies, procedures and guidance notes to cover a myriad of situations related to the majority of people related matters.  They have been developed over a period of years – some were proactive at the time they were written; many were reactive in response to a situation or anticipated legislation.  

Each is around a subject e.g. recruitment and selection, carers leave, flexi time, redundancy selection. There is nothing intrinsically ‘wrong’ with this in itself, and we have taken care to try to ensure that no policy contradicts any other. 

However, the existence of policies alone does not provide an overall sense of direction for the ‘way we treat people, and each other’ in Carlisle City Council.  This omission has been recognised by two external inspections last year – CPA and Investors in People.  

For ease of reference, a copy of personnel policies can be found on the public folders in Outlook
.

In recent times the authority has recognised the need for its personnel function to progress from an historical ‘administrative role’ to become ‘strategic’: to be a driver of change, a shaper of culture and an enabler of improved performance. There is a need for a strategy to inform and validate this new role.

Also recently the authority has recognised the benefit of developing values, policies and some procedures that embrace Members and staff as part of one ‘community’.

5. The proposed Strategy

Please see attached
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1

 Introduction

1.1   A strategy is needed to ensure that the Council’s people are recruited, organised, developed and motivated towards the successful achievement of the aims and objectives articulated within its Corporate Plan.

1.2 The Council has for several years had a large number of people-related policies and procedures covering a wide range of situations and these are all now brought together under the umbrella of this strategy.

1.3 This strategy will be effective from 1 June 2004 and lasts for three years.
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Purpose

· To assist in the achievement of Council objectives and priorities

· To plan for the future

· To assist drive change

· To align people with culture

· To improve consistency

· To focus people management activity

· To improve the status of people management

· To enable the Council to develop values, policies and some procedures that embrace Members and staff as part of one ‘community’.

3
The Challenges

 The challenges that this strategy must anticipate come from many sources and include:

· Constant change

· Public perception of local government both as a service deliverer and as an employer

· Increased partnership working

· The need for ‘people centred’ service delivery

· The unknown size, shape and structure of regional and local government in this area in the future and the need to prepare staff for possible change in local government

· The increasing expectations of existing and prospective employees – particularly in terms of work/life balance issues and the way they are treated at work

· Increasing fluidity of the labour market

· Increasing amount of legislation and the rise of a ‘litigation culture’

· Financial constraints on local government

· Requirement for our workforce to acquire new skills and knowledge quickly and frequently during their working life

· The need for our workforce to respond to and provide for the needs of a diverse community

· The fact that the framework of the ‘employment contract’ is based around a traditional, stable, hierarchical organisation, which probably no longer exists. 
4
Underlying principles

This strategy is underpinned by the following principles:

· The desire to make Carlisle City Council an ‘Employer of Choice’

· To actively support corporate objectives

· To embrace the whole Council  i.e. Members, staff and managers

· To be an integral part of all activities, and not a ‘bolt-on’

· To be achievable

· To be ‘owned’ by us all – it is not something that ‘Personnel does’

· To respect individuals

· To comply with the law

· To proactively embrace equality of opportunity and diversity 

· To comply with good practice, and to aspire towards best practice

· To ensure consistency and fair treatment for all

· To be sufficiently flexible to meet our changing needs.

5 Council aims, objectives and priorities

5.1   The Corporate Plan has provided the overall direction of the authority for the period of this strategy. It has identified several themes to guide our actions:

· Ensure Carlisle is a safe and attractive place to live where people feel they belong and are included

· Develop a sustainable economy

· Manage our environment responsibly

· Improve local people’s health and wellbeing

· Provide sound Council management

 
The theme most pertinent to this People Strategy is:

To provide sound council management

5.2
 Whilst each theme has a series of associated aims, and each to some extent can be underpinned by this People Strategy, the Council aims particularly assisted by this strategy are:

· To put customers first

· To improve the health and development of staff and Members

· To improve decision-making through the provision of information and the management of risk

· To provide robust Council management

· To strengthen performance management.

5.3
Council objectives to be specifically influenced through this strategy are:

· To increase customer satisfaction by 2% per year

· To increase the percentage of Members who feel that have sufficient skills and knowledge to perform their role effectively

· To increase the percentage of staff who feel that have sufficient skills and knowledge to perform their role effectively

· To achieve top quartile performance in nationally prescribed performance indicators.

5.4
The Corporate Priority to be addressed through this strategy is:

To achieve excellence in core Council services.

6 Values

The Council has identified and promulgated underlying values that should underpin everything we do:

· Putting customers first

· Valuing staff

· Achieving equality

· Being an open and accountable organisation

· Being sustainable

· Working in partnership

· Striving for improvement

· Managing effectively.

7
Strategic Objectives of the People Strategy

The strategic objectives of this strategy are:

· To support and develop effective leaders both within the Community and within the Council

· To recruit, retain and develop the right people capable of delivering services in the most effective way 

· To enable performance of a high-order

· To provide an environment where our people proactively take responsibility for their own performance, learning and continual improvement - individually, as teams and as part of one organisation.

7.1
Leadership

Effective Leadership is essential to delivering Council aims and priorities and embraces many facets of our work

We are leaders within our community, motivating and empowering its citizens to help make Carlisle a better and safer place to live.  Elected Members are key to this, in all the roles they have.  Some officers also have a leadership role with the community

If we are to deliver core services excellently, and provide value for money, strong leadership is also required to motivate and empower employees.  Leadership style is important and we aspire to one that is supportive and encouraging and that allows people to develop to their full potential

This strategy will support and encourage leadership development through:

· Recruitment processes

· Training and development for Officers and Members

· Empowerment

· Cross functional working.

7.2
Recruitment, Retention & Development

Recruiting and retaining the right people is essential to achieving success.  To this end we need to ensure that we retain our able employees, recruit from the widest talent pool possible, and project an image that Carlisle City Council is a modern, efficient, interesting place to work where employees are positive and proud of what they do.

To this end, we will continue to review our recruitment processes to ensure that they:

· Are accessible and appealing to all potential applicants

· Portray an image of a modern, forward thinking organisation, attractive to work for

· Consider attitudes, values, flexibility, commitment and the ability to acquire new skills and knowledge as equally important as existing skills, knowledge and experience

· Support partnership working where relevant

We will review pay and non-monetary benefits to devise a reward framework that:

· Is open and transparent

· Allows for movement of individuals between sections of the Council

· Is as objective as possible

· Balances individual needs for flexible working patterns with the organisation’s needs to deliver services in a modern, efficient way

High quality induction assists retention of staff, as well as enabling people to settle in more quickly.  Therefore we will:

· Utilise induction to facilitate cultural integration into the Council

· Introduce a Corporate Induction programme

· Refresh local induction in the Business Unit

We will produce a Staff and Organisational Development Policy that will both reflect the progress that has been made in recent times, and enable us to attract, retain and enhance good employees.

7.3 Performance
Effective performance by all is vital if we are to meet the challenges facing us today, tomorrow and in the future.  A number of activities impact on this and we will:

· Introduce and encourage a climate of continuous improvement

· Introduce a performance management system

· Make maximum use of the appraisal process and learning and development opportunities to encourage people to develop themselves in order to make a more effective contribution to the Authority

· Embrace and seek partnership working where this is appropriate, and ensure that our policies and practices support this

· Provide information which will assist more effective people management

· Encourage maximum attendance, and reduce lost time, money and opportunities due to sickness absence

· Seek to have organisational structures that encourages maximum performance

· Build upon, and develop training and development activities such as the Members Development, Management Development, and Employee Enhancement Programmes.

7.4 Learning Environment
The culture of an organisation has a considerable impact on performance, both on individuals’ performance, that of their teams, and that of the organisation itself.  Therefore we will promote a culture that is an effective learning environment and one which:

· Is free from ‘blame’

· Accepts that, from time to time, things do go wrong, and learns from this

· Encourages and supports people to challenge existing ideas and try new ones

· Continues to work towards ‘one organisation, one culture’

· Communicates and consults with employees widely

· Expects high standards of performance from people

· Accepts responsibility for resolving difficulties

· Is people-centred

Organisational culture cuts across all issues and tends to embrace many policies and practices, so we will strive to see that all our activities promote and support the desired organisational culture.

8
Approach

8.1
Conduct an audit of all current ‘people’ related policies and practices to determine:

· How current they are

· How helpful (or otherwise) they are to managers

· How attractive (or otherwise) they are to staff 

· How much they support Council priorities and objectives

· How easy they are to change

8.2
All policies will be re-presented and communicated under the following groupings:

· Recruitment, retention & workforce planning

· Attendance (to include leave, flexi, ‘work/life balance’ issues, special leave & sickness absence,)

· Diversity and Equal opportunities 

· Rewards and Benefits – to include means of determining pay

· Health, safety and welfare

· Officer skills and development

· Employee relations and communications – to include consultation and other forms of ‘bottom-up’ feedback, discipline and grievance processes

· Flexibility – (to include cross functional working, secondments, types of contractual arrangements including generic working)

· Change management

· Performance management

· Member Support

· Member Development

8.3 Policies, frameworks and procedures will be reviewed/enhanced/updated where appropriate, or identified gaps filled with new policies where needed.

8.4
Agree the respective roles to be played by MSES and Business Units in the implementation of this strategy.

9
Action Plan

9.1 The detailed actions associated with this approach will be described for each year of the strategy within the MSES Business Unit Business Plan

9.2
The first year’s actions, extracted from the current MSES Business Plan, are provided in the Appendix to this strategy.

10
Involving stakeholders

In compiling, adopting and implementing this strategy the council takes an inclusive approach 

10.1
Involved in its production has been: 

· The Portfolio Holder 

· Other Members of the Executive

· Executive management 

· Corporate Management Team (CMT)

· Elected Members on the Corporate Resource Overview and Scrutiny Committee 

· MSES as the lead Business Unit

10.2
Involved in its adoption have been:

· The trade unions 

· Full Council

· Managers 

· Staff

10.3
Involved in its implementation will be:

· All relevant stakeholders

Note that some of the actions planned will involve reviewing specific current policies and practices to assess how well they meet our aims, and each review will involve full consultation.

11
Oversight and monitoring  

11.1 A strategic group of officers will oversee this strategy

11.2
The Portfolio Holder will be advised monthly on progress

11.3
The strategy will be formally reported upon as follows:

· To the Executive after 3 years, and through the annual reporting on the Corporate Plan

·  CMT will receive progress reports every six months from the Head of MSES

· Each report will go to Corporate Resources Overview and Scrutiny Committee.

12 
Evaluation
12.1 The officer strategic group will determine an approach to evaluation that will enable the Council to be certain that its approach to people is impacting as intended upon the performance of this Authority

12.2 The success of this strategy will be measured by:

· Feedback from stakeholders 

· The way that reports are received by CMT and Overview and Scrutiny Committee

· The extent to which the objectives shown in 5.3 above have been achieved.

David Williams

Head of Member Support and Employee Services

4 May 2004

Appendix 2

Action Plan Year 1

Note: These actions are extracted from the MSES Business Plan 2004/05 and are presented under the identified Key Challenges facing the Business Unit.

1. To encourage, develop and support managers to engage with the corporate people agenda and to ensure that their staff do likewise

· Consult upon and effectively introduce new/revised people policies: Lone Working; Probation; Redeployment; Staff Development and Training; Bereavement Leave; 

· Launch the People Strategy

· Introduce Business Unit ‘Recruitment Accounts’ placed within the Council’s Recruitment and Retention framework  

· Introduce a Corporate Induction programme and provide enhanced guidance on induction at team and Unit levels

· Agree an Evaluation framework for staff development and training

· Achieve agreement on Single Status (including annual leave, premium payments and sickness)

· Introduce phase 3 of the Senior Staff Performance Scheme (SSPS) including a review of its PRP component

· Establish a Strategic Working Group for HR

· Progress the Senior Management Programme (SMP) and Management Development Programme (MDP) Phases 2 and 3, and integrate these effectively with the regional programme – Achieving Cumbrian Excellence (ACE)

· Prepare a business case and an implementation plan for a replacement HR/payroll IT System

· Compile and disseminate a joint Personnel and Payroll Procedures manual

· Agree an approach to the oversight and management of pensions in the authority

· Pilot E-learning

· Review the role and operation of the authority’s NVQ Centre

· Assist with the Revenues and Benefits management review

· Assist with the successful assimilation of staff into the Customer Contact Centre 

· Contribute to the development of the authority’s Diversity Strategy

· Anticipate the onset of regional and unitary government.

2. To evolve a comprehensive and respected support service for Members 

· Launch the Members Learning and Development Programme (MLDP)

· Enhance Members information/communications

· Introduce a Members ‘one stop shop’ service

· Achieve the North West Employers’ Members Charter

· Undertake refurbishment of the 2nd floor and achieve MSES co-location

· Pilot the introduction of  Personal Development Reviews (PDR) for Members

· Implement the Action Plan from the Best Value Review into Demographic Engagement.

3. To provide the appropriate policies, guidelines and staff development to promote and encourage attendance and considerably reduce time lost through sickness absence 

· Pilot a new approach to Occupational Health

· Review statistical collection and monitoring

· Further enhance management information on attendance.

4. To deliver a pay and reward system that is fair, equitable and efficient 

· Design and consult upon a Pay and Reward Strategy including use of Equal Pay Audit

· Scope further enhancement of the Council’s Recruitment and Retention framework

· Scope the introduction of a Local Pay Review

· Review the role and operation of the Staffing Forum

· Review associated benefits such non-standard payments (e.g. overtime, standby/call out) and car lease scheme.

5. To introduce and underpin a Continuous Improvement philosophy towards services and customers

· Launch the Employee Enhancement Programme (EEP)

· Maintain the Investors in People (IiP) national standard

· Prepare a new approach to IiP assessment (e.g. Internal Review and IiP Profile level 2)

· Pilot environmental improvements and other aspects of Corporate Social Responsibility (CSR) within MSES as appropriate

· Scope a Staff Suggestion Scheme for the authority

· Agree new arrangements for IT troubleshooting with CIS

· Scope the use of the Charter Mark national standard

· Agree core values/behaviours to be incorporated into all Job Descriptions

· Enhance the MSES Public Folder 

· Contribute to an enhanced annual Staff Survey that will best enable feedback on the effectiveness of the authority’s People Strategy and the extent to which MSES objectives are being achieved

· Scope an authority-wide Career Development Strategy (potentially to include the National Graduate Development Programme (NGDP), New Deal, Modern Apprenticeships) linked to the possible introduction of Workforce/Succession Planning, and consistent with the authority’s Recruitment and Retention framework

· Introduce a MSES management information service (e.g. turnover rates, staffing profile, spend on training per employee, recruitment costs)

· Review the MSES Risk Management Register and our approach to procurement.

6. To promote good-practice, produce or amend policies as appropriate, and provide staff development that supports ongoing improvement of staff well-being

· Review the authority’s approach to work/life balance and flexible working

· Scope a formal pilot of home-working

· Further develop the council’s policies and procedures around individual behaviour (discipline and grievance).

7. To embed safe systems of working across the authority

· Produce a Health and Safety Strategy 

· Develop appropriate safety performance indicators

· Implement Emergency Planning Responsibilities under the Civil Contingencies Bill (when enacted).

8. To enable Members to effectively scrutinise the work of the Council

· Implement the O&S Improvement Plan

·  Enhance communications with Executive Management and with the Corporate Management Team.

9. To further the partnership agenda with trade unions
· Agree a plan to address Essential Skills issues within the authority 

· Introduce the role of Work-based Learning Representative

· Review the Trade Union Facilities Agreement.

Actions associated with each of the above objectives will be described in MSES Team Plans 
� Location: Public folders/all Public Folders/Policies/PERSONNEL POLICIES
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