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PORTFOLIO AREA: LEARNING AND DEVELOPMENT

Date of Meeting:
23 April 2007

Public


Key Decision:
No
Recorded in Forward Plan:
No

Inside Policy Framework

Title:
CAPACITY BUILDING

Report of:
Head of Personnel and Development Services

Report reference:
PPP 36/07

Summary:

The budget approved by Council for 2007/08 includes an identified non-recurring spending pressure for Capacity Building in three key areas related to the corporate priority of Learning City: 

· ACE and Joint Working

· Skills for Life

· Workforce Planning and Development. 

All this work will come under the umbrella of the authority’s Workforce Development Plan.

A total of £120,000 is to be made available over three financial years subject to a further report to the Executive (Council Budget Resolution 19 February 2007).

This paper requests a release of this funding and provides the Business Case for each of the three areas separately.

Recommendations:

· That the Executive approves the release of funds as earmarked.

· That the Portfolio Holder, on behalf of the Executive, monitors progress with any projects associated with this funding. 

· That the Corporate Resources Overview and Scrutiny Committee be asked to scrutinise developments as part of their ongoing oversight of the Workforce Development Plan (WDP).

Contact Officer:
David Williams


Ext:
7082






1. BACKGROUND INFORMATION AND OPTIONS

There is extra pressure upon our existing capacity due to the need:

· To facilitate collaboration and partnership working, to co-ordinate activities, to work alongside but to supplement the existing staffing resources (not exclusively HR) of all local authorities in Cumbria 

· For more joint working across the public sector within Cumbria, with an increase in mutually beneficial and cost-effective shared services being an expected outcome

· To enhance connections beyond the county e.g. with the Regional Learning Plan and the activities of the North West Improvement Network (NWIN)

· For further mutually beneficial liaison with trade unions both within and outside the council to promote lifelong learning among traditionally hard to reach employees

· For greater investment in achieving this authority’s agreed Learning Targets (these are Local Performance Indicators reportable within the Best Value Performance Plan).

Funding: the monies approved by Council will be profiled thus:


2007/08
£35,946

2008/09
£42,027

2009/10
£42,027

total 

£120,000

Please note that this is a slightly different profile to that presented in the Budget Resolution reflecting new information not available at the time Council papers were prepared.

Appendix 1 contains the Business Case for ACE

Appendix 2 contains the Business Case for Skills for Life

Appendix 3 contains the Business Case for Workforce Planning and Development.

2. CONSULTATION

2.1 Consultation to Date.

· Senior Management Team

· Portfolio Holder

· Strategic Staff Development Group (SSDG)

· Trade Unions (on WDP)

2.2 Consultation proposed.

None

3. RECOMMENDATIONS

· That the Executive approves the release of funds as earmarked.

· That the Portfolio Holder, on behalf of the Executive, monitors progress with any projects associated with this funding. 

· That the Corporate Resources Overview and Scrutiny Committee be asked to scrutinise developments as part of their ongoing oversight of the Workforce Development Plan (WDP).

4. REASONS FOR RECOMMENDATIONS

To enable the authority to benefit from the Cumbria-wide ACE programme, to reach its Learning City targets, and to achieve the objectives of the WDP.

5. IMPLICATIONS

· Staffing/Resources – this funding will enable three temporary posts to be retained. All employees should benefit from the WDP and many from the Skills for Life Strategy. All Elected Members can benefit from ACE.

· Financial – There is a non-recurring revenue budget of £120,000 identified for Capacity Building, ACE, Joint Working and WDP within the MTFP for 2007/08 to 2009/10 profiled as follows; £50,000 2007/08; £40,000 2008/09 and £30,000 2009/10. A full business case had to be prepared prior to the release of the budget and this report covers that requirement. The revised budget profile as set out in the report will be reflected in the next version of the MTFP and subsequent financial management information produced. The earmarked budget is being utilised in retaining three temporary posts and progress reports on the overall scheme will be monitored and scrutinised by Corporate Resources Overview and Scrutiny as part of their on-going monitoring of WDP.

· Legal –  None

· Corporate – Proposals in this paper have been recommended by the SSDG and approved by SMT

· Risk Management – Implementing the proposals in this paper will serve to better manage the risks associated with a lack of capacity

· Equality Issues – It is intended that ‘hard to reach’ employees will benefit directly from the proposals in this paper

· Environmental – None

· Crime and Disorder – None

· Impact on Customers – None directly

Appendix 1

The Business Case for Achieving Cumbrian Excellence (ACE 3) and Joint Working

CLASB (Cumbria Local Authority Strategic Board) have agreed the following:

· The development of a third phase of the ACE programme from 2007 to 2010, with a continued focus on the outcomes agreed for previous phases of the programme

· That ACE is explicitly positioned as a jointly commissioned capacity-building programme for members and officers, working in direct support of the key local authority partnership programmes in Cumbria: 

· The Cumbria Strategic Partnership and the Cumbria-wide LAA

· Connected Cumbria and in particular the shared services programme

· The development of a People Strategy for Cumbria

· The White Paper: Strong & Prosperous Communities be considered as the major driver for the work of ACE over the next 3 years

· That the third phase of the ACE programme should focus on:

· Development of those in leadership positions, to support them in working together to provide leadership for Cumbria as a whole

· Support to those working in partnership across Authorities to secure service improvement

· Development for frontline members as champions of their local Communities

· Joint commissioning for specific projects and joint learning and development needs for members and officers

· That this Council continues as the lead authority for the project.

Outcomes of ACE 

The original outcomes of ACE 1 were as follows:

· For members to be confident about their role in providing leadership at a local, county and regional level;

· For the councils in Cumbria to be working together in a concerted way to improve their performance on cross-cutting issues;

· For members and managers across Cumbria to have accessed information about good practice from inside and outside the county and for this to have resulted in changes to the way that services are being provided;

· For strong and sustainable networks to be developed at member and manager level which support the drive to improve services across Cumbria. 

The original outcomes were subsequently refined further for 2006 – 2007 by the ACE Programme Board as below and these have now been adopted until 2010:

· For members to be confident about their role in providing leadership at a local, county and regional level;

· Members to feel empowered, respected and valued;

· Members to be providing effective strong local leadership and that there is a positive public perception that Local Authorities are providing strong leadership in the sub region;

· For the councils in Cumbria to be working together in a concerted way to improve their performance on cross-cutting issues;

· Cumbrian Authorities are assessed as providing excellent services by the Audit Commission by 2010;

· For members and managers across Cumbria to have accessed information about good practice from inside and outside the county and for this to have resulted in changes to the way that services are being provided;

· More effective and fundamentally different ways of delivering services with a number of shared services for all 8 Authorities that have radically improved performance and public satisfaction;

· For strong and sustainable networks to be developed at member and manager level which support the drive to improve services across Cumbria;

· Continued and increased partnership working across Authorities with a Joint Partnership strategy for Local Authorities with the Community and Voluntary Sectors.

In particular ACE will be able to focus on the following: 

· Maintain good relationships across the Authorities in a period of change

· Lead the way for Shared Services and the Transformation Agenda together with Connected Cumbria Partnership 

· Be able to jointly effectively access support and development opportunities from the external support agencies throughout the North West  

· Become a 'Beacon' of good practice for learning and development in the North West region

· Open up innovative thinking and new ideas to members and officers across Cumbria.

Funding of ACE 

CLASB have also agreed that ACE is to be jointly funded by all 8 Cumbrian Authorities from April 2007 to March 2010.  All Authorities have now set aside their contribution or the bid has successfully gone through their budget setting process. Carlisle City Council has already agreed a contribution to ACE of £15k per year for 3 years from 2007.  (So in effect the Budget Resolution means that the Executive is being asked to approve this again).

ACE has also successfully bid for an amount of £70k from North West Improvement Network’s  (NWIN) Communities of Interest Fund.  This is for 2007-08 to contribute to the joint funding from the Cumbrian Authorities.  

This total ‘pot’ needs to be sufficient to cover all the operational and developmental aspects of ACE 3 over the 3 years 2007 to 2010 in order for it to achieve the agreed outcomes listed above. This includes the continued employment of the ACE Programme Manager (by this Council as the lead authority).

Apart from making its agreed contribution to the total ACE budget there are additional costs incumbent upon this council due to our role as the lead authority. However all of these costs can be met from under-spends on ACE 2 carried forward into 2007-08, leaving just the £15k per year already agreed by the Executive.

The profile to be:

2007-08     £15,000 

2008-09     £15,000

2009-10     £15,000

total          £45,000

Specific recommendation 1

The Executive to formally approve the release of £45,000 over 3 years.

Appendix 2

The Business Case for Skills for Life

The Skills for Life (S4L) Strategy was approved by the Executive in August 2006. It shows how the council is to become a Learning Organisation so as to underpin its key priority of Learning City. The council wishes to be a role model for its community by serving as an exemplar in the field of learning and work. 

It has set its standards high – Learning Targets have been agreed and several new Local Performance Indicators have been introduced as a result. One such target for example is that all of our employees will have at least a level 2 qualification by 2010. Our performance against these targets will be reported in the BVPP and so can be judged by the community. 

The problem

Much of the S4L Strategy is focussed upon former manual workers who perform semi-skilled or unskilled tasks and who number over 200. These are less qualified than most other employees (indeed around half have no qualifications at all). Some of them can be ambivalent about or even resistant to learning. Some we know to be functionally illiterate and innumerate. Many are anxious about exposing themselves to the assessment needed for qualification achievement. Whilst all will undertake mandatory training in for example health and safety, many do not aspire to learn new skills or behaviours, nor to achieve qualifications. Many prefer instead to rely upon what they had learned at school and/or upon appointment to their job, which in many cases was some time ago. 

No one is suggesting that they are performing badly at work, on the contrary we believe that we have some of the best front line operatives in the sector. However, times are changing, standards are increasing along with the expectations of customers, and we need to introduce further changes to the way we deliver services. 

A reluctance to learn new skills can be associated with a resistance to change. Behaviours acceptable a decade or more ago are no longer considered appropriate today.

The need

We must prepare our employees for change by enabling them to accept the benefits of new learning, to enhance their interpersonal skills, and to achieve qualifications at least at the level deemed by the government to be necessary in order to have ‘sustainable employability’ (level 2).

However, getting this message across to these employees is not easy. They may be suspicious of management encouragement even when this is clearly intended benevolently and simply forcing employees to learn new skills or change their behaviour (and certainly to achieve qualifications) is bound to be counter-productive. 

The solution

We have adopted a twin-track approach over the last 18 months:

· firstly through a partnership with the trade unions. We have released employees for training by the TUC as Union Learning Representatives (ULR) and provided them with facility time so that once trained they will advise and encourage their colleagues at the grass roots. This is part of our Go Mo (Get On Move On) initiative

· secondly we are actively encouraging former manual employees to engage with our Employee Enhancement Programme (EEP) in order to undertake personal development and to enhance their interpersonal skills.

However, whilst this is working to some extent we are yet to reach a critical mass among these employees and our Learning Targets still look a long way away. We therefore propose to supplement this approach in two ways:

a) By appointing a full time S4L Co-ordinator until 2010. This person will be an existing employee who is an experienced ULR, and will be seconded to the project. S/he will work with directorates’ line managers, other ULRs and Head of Personnel and Development Services (P&D) in order to develop and implement co-ordinated strategies for encouraging employees to engage with the S4L agenda. Like the ULR s/he will be closer to the workforce but unlike the other ULRs s/he will also have ‘management’ responsibilities (to achieve outcomes). S/he will be based in Bousteads Grassing. Progress will be overseen by the S4L Working Group of which The Head of P&D is the Chairman and the Portfolio Holder is a member 

b) By introducing a new route to achieving a level 2 qualification through the EEP. The idea is that employees participating in corporate training in personal development (i.e. the EEP) will at the same time be able to be assessed for a qualification. In the course of enhancing their interpersonal skills, participants will produce evidence that can be utilised as credit towards a Key Skills qualification in Communication, at both level 1 and ultimately level 2 as appropriate. This will be a qualification assessed in-house using our internal NVQ Centre based in P&D. This offers our employees another optional novel route to achieving a qualification that may appeal in a way that others may not. The routes are displayed graphically at the end of this section.

The outcomes

This part of the funding is essentially to enable us to hit the Learning Targets. The outcomes will therefore be the achievement of the following Local Performance Indicators:

Description
Baseline

05/06 
Target 06/07
Target 09/10

Percentage of employees with no NQF level qualifications (LP 76)
13.36%
12.57%
0%

Percentage of employees whose highest qualification is at NQF Level 1 (LP 77)
3.04%
3.84%
0%

Percentage of employees whose highest qualification is at NQF Level 2 (LP 78)
23.68%
21.96%
32.28%

Percentage of employees whose highest qualification is at NQF Level 3 or above (LP 79)
59.92%
61.64%
66.80%

Number of employees working towards a higher qualification 

(LP 73)
110
150
210

The funding

a) S4L Co-ordinator: The TUC are currently funding one of our ULRs to serve as a temporary Co-ordinator for three months as a trial to prove the worth of this approach. This is just for two days a week and yet the benefits are immediately noticeable. The TUC does not have any further funds but the GMB union has offered funding for one year (full time) provided that we produce continuation funding. We therefore need funding for a post at Scale 4 (£22,027 p.a. including on-costs) which is £44,054 for two years. 
The GMB funding is to be made available in the first year and our funding will be needed for years 2 and 3.

b) Key Skills qualification in Communication: Whilst the training costs within the EEP are already covered by the corporate training budget there are extra costs incurred by the trainer associated with the qualification. Such as managing the process of the delegates obtaining additional work based evidence; assessing the portfolios; organising the exam and adjudication; and associated administration. This amounts to £2.5k for each cohort going through level 1 and another £2.5k at level 2. In the first year we shall only run one cohort at level 1 but then run one cohort at each level in years 2 and 3. Thus £2.5k is needed in the first year and £5k per year for the following two years, totalling £12,500.

The profile is to be:

2007-08          £2,500

2008-09         £27,027

2009-10
        £27,027
total              £56,554

Specific recommendation 2

The Executive to approve the release of £56,554 over 3 years. 

GO-MO PARTICIPANTS’ FRAMEWORK FOR QUALIFICATION ACHIEVEMENT
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ROUTES TO ACHIEVING LEVEL 2 (5 OPTIONS)





INITIAL INFORMATION ADVICE AND GUIDANCE
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GO-MO PARTICIPANT



Bridges between the routes

Further Information Advice and Guidance provided at these stages

Appendix 3

The Business Case for Workforce Planning and Development

This area encompasses two dimensions of the Workforce Development Plan (WDP):

a) A new approach to our use of the Investors in People national standard, and

b) The creation of a framework for career development within the council.

Investors in People

The Council first achieved the Investors in People (IiP) national standard in 2000. Having been recognised as an Investor in People for 6 years, it was felt that we could be achieving great benefits by working more strategically with IiP Profile instead. In August 2006 the Strategic Staff Development Group recommended that the Council use the IiP Profile tool as a strategic driver for continuous improvement.  

Two half-day workshops then followed with the Senior Management Team (SMT) to consider the Profile framework in the context of the Council’s strategic plans and community commitments, and the recommendation to proceed with the Profile was ratified.

The IiP Profile is a framework of good 

practice developed to provide 

additional ‘stretch’ for organisations 

working with the IiP Standard.

Following the structure of the 

IiP Standard, it builds upon the 

requirements of each indicator 

introducing broader areas of people 

management and development.

Profile works at 4 levels.  Level

1 is the same as the Standard,

Level 2 is exceeding the Standard,

Level 3 is considerably exceeding 

the Standard and Level 4 is 

excellent/world class practice.

The authority is currently at Level 1.

The use of Profile will be accompanied by a different approach to assessment against the Standard. The assessors would gather evidence through a rolling review prefaced by an initial assessment of the whole authority to be undertaken around June 2007. Directorates would identify their own profile, in addition to the Corporate Profile, in order to undertake detailed local analysis and planning

Thereafter the authority would receive feedback on a continuous basis as to how it is performing against the approved Profile targets. Every third year the assessor team would produce a detailed report.

This approach costs more than the usual 3 yearly ‘big bang’ assessment. However, its value to us as a driver for continuous improvement through continuous feedback makes this additional cost worthwhile. Particularly as we are using the Profile to both inform our WDP and to measure our progress with it.

Career development 

The authority’s WDP envisages a future where:

· “We will be an Employer of Choice and have attracted and retained talented, innovative and flexible employees. We will have competed effectively with other significant employers in the county and nationally. We will also have been successful in attracting younger people to work in local government, to sustain us during a period when 30% of our workforce is due to retire over the next 10 years.
· We will have created rewarding jobs and career pathways to help achieve this, and opportunities at all levels will be accessed by our increasingly diverse workforce.
· We will have developed flexible terms and conditions so that we are able to provide responsive and customer-focused services, and so that our employees are more able to move between different parts of the organisation.

· We will be rated as a good employer and have achieved high levels of employee satisfaction.”

 In order to achieve this the WDP states that we will produce a:

· “Career Development Policy to enable succession planning and progression for existing employees.”

An additional employee has been engaged part time temporarily to progress a number of new developments within the WDP. It is intended to retain this employee for an additional six months to enable this work to be completed. 

Funding

a) IiP assessment: Whilst we already have funding for around half of the costs of the 3-year assessment ‘package’ there remains a need to pay the remainder early within the first year. This amounts to £12,429.

b) Career development framework: The employee will have her existing contract extended for six months at Scale Point 24. The rate is £24,066 including on costs per annum full time, but this employee will work only 18.5 hours per week and only for six months and so the overall cost to the authority will be £6,017.

The profile to be:

2007-08    £18,446

2008-09        nil

2009-10
        nil
total         £18,446

Specific recommendation 3

The Executive to approve the release of £18,446 at the start of the 2007-08 financial year. 
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