DELIVERING THE CORPORATE STRATEGY

IMPROVING COPRORATE GOVERNANCE

1.0
Background

The Local Government Act 2000 saw the introduction of the Cabinet system of local government and whilst it has its critics, the majority of Members only know this system of local government.  It can be argued that it has brought clear accountability and greater transparency of those individuals that are held to account; however, there are still opportunities for improving governance arrangements.  Overview & Scrutiny has taken different forms through the formation of task and finish groups, which is an improvement on the past.  The refinement of Area to Local Committees and the focus on the economic, social and environmental well-being of a locality enables Members to take on board a greater community leadership role. 


The Cabinet has also changed with the number of Cabinet Members, the introduction of deputies and the open approach with other Members in attendance at Cabinet meetings.


So, it can be said that the Council’s process of governance is continually being refined and reviewed.  The purpose of this report is to set out further improvements to the governance of the Council’s business, which will give more Members an opportunity to contribute and be better informed regarding the many actions required to deliver the Corporate Strategy.

2.0
The Changing Nature of our Business

Much of our business is done in partnership or with external funding or as a  specific task to address a specific issue.  Many of the issues tackled are inter-related and do not fit into conventional organisational structure and governance models.


Over the last twelve months, the business, the governance and the delivery models have been reviewed to ensure they are appropriate, more effective and efficient in the changing world that the Council finds itself to meet the needs of its residents.


At the February Cabinet meeting, it was agreed to introduce a programme and project management office to improve delivery and performance as well as increased transparency on the major issues that delivered the Corporate Strategy.  It was, therefore, agreed to establish a programme office which would corporately manage the corporate programme, project and performance management process of the Council.

This, however, is the corporate vehicle to co-ordinate project and performance processes it does not address effective Member governance of programmes or projects across the Council’s business.

2.1
Objectives of Proposals

The objectives of the proposals set out in this paper are:

· To establish effective governance and structured involvement of Cabinet and other Members in the delivery of the Corporate Strategy/Plan.

· To create a joined-up structure bringing together projects that are inter-related and/or contribute to a specific corporate objective into specific programme areas.

· To deliver the Corporate Strategy actions effectively.

· To focus on the priority issues for the Council with a more holistic approach.

· To create greater transparency and improve knowledge of the Council’s many actions/projects.

The remainder of this paper, therefore, looks to address:

· Member governance structures of the Cabinet (executive) functions, and

· The organisational and capacity arrangements to deliver the Corporate Strategy.

3.0
Proposed Executive Programme/Project Governance Arrangements

The proposals set out in the following paragraphs are a development of the current experience of task and finish groups, the Performance and Efficiency Programme Board, as well as learning from best practice of other sectors.  The Cabinet has, from time to time, set up ad hoc working groups (sub-committees of Cabinet) to deal with specific issues that arise during the course of any business cycle.


It is proposed that this approach should be more structured and focused thereby ensuring that the appropriate governance of projects is in place rather than ad hoc groups or specific reports to Cabinet, etc.  It is, therefore, proposed to establish four Programme Boards that would report to Cabinet and manage specific programme areas of the delivery of the Executive function.  The four Programme Boards proposed are:

· Performance, Innovation and Efficiency

· Clean and Green

· Economic and Infrastructure

· Supporting our Communities


3.1
Membership and Sphere of Governance

Each Programme Board will be chaired by a Cabinet Member and will include in its membership the appropriate Cabinet Members, deputies and a minimum of three other Members who may have an interest in the specific programme area.  These Programme Boards will not be Widdicombed as they are sub-committees of Cabinet and will act, as appropriate, within the powers delegated by Cabinet.  Where appropriate, the necessary decisions will be taken within the Council’s schedule of delegated powers or referred to Cabinet for decision.
Each Programme Board will ensure the governance of a range of projects that are commissioned and relate to the programme area.  As an example, the Economic and Infrastructure Programme Board would ensure the effective governance of the following project examples:

· Three Towns: One Vision

· Witham swimming pool

· Growth funding projects

· Implementation of the Economic Development Strategy

The totality of the Council project management can be seen in the earlier item, the Corporate Action Plan, which sets out all of the key actions the Council will be tackling outside of the day-to-day business.

3.2 
Programme Board Processes

It is important to differentiate between the process of a Programme Board and committees.


It is not the intention to have minutes of any Programme Boards; any issues would be covered by a schedule of decisions or actions that need to be amended or addressed within a specific project management process.


The documentation to a Programme Board will be in a specific format of business cases, project initiative documents, highlight reports.  All of this documentation will be short, sharp and focus on moving a project forward.  Any policy issues would still be dealt with through the current Cabinet and/or Council process.

The Programme Board will approve the business case, review the project initiation document and then monitor and guide the project through its key milestones.

All Programme Boards will report to the Cabinet within the normal business cycle.  This governance model enables greater involvement of more Members in key project areas and it also enables greater transparency to all Members and the public, of the Council’s activities.

It is the further intention that clear links are established with the Local Committees on those projects that impact upon a specific locality and with programmes and projects that are being delivered through partnership working with the LSP/LAA.

Attached to this paper are a series of diagrams which are hopefully self-explanatory in setting out the structures and outlining the process of the proposed governance arrangements.

Appendix 1
Terms of Reference

Appendix 2
Current Member governance arrangements

Appendix 3
Proposed programme management governance arrangement

Appendix 4
Programme management relationships with partnership projects

4.0
External Programme and Project Relationships

As part of this improved governance process, it is also the intention to bring under the remit of the Programme Boards, those projects where the Council is a partner and committing resources (financial, assets, human resources) or where the Council is the lead agency and therefore accountable for the delivery of the project.


This approach means that the totality of projects, in which the Council is involved, will be transparent and all Members will be better informed on partnership engagement.

5.0
Organisational Arrangements to support Programme Governance

The preceding paragraphs set out the proposed Member governance arrangements but for these to be efficient and effective it is essential that  organisational arrangements and capacity are in place to support the Members in the delivery of the Corporate Strategy.


The Council has set an ambitious agenda to deliver over the next few years and the current economic recession has placed a challenging time upon us over and above the norm.  This agenda is set out within the Corporate Strategy, Annual Plan and every service’s business plan.  This translates into a potential short-term capacity gap to drive forward the delivery of many programmes, projects and improvements that will be of benefit to all our communities.  The issue of senior management capacity was acknowledged by Cabinet last year when funding was earmarked to engage additional support.

It is therefore proposed that a Programme Director be created for each Programme Board.  The Director will be the accountable officer for the delivery of the Programme Boards’ direction and ambition, and will manage the delivery of projects across the Council and, as appropriate, in partnership with other providers/commissioners

With our challenging agenda, it is essential that the Council has the right skills and capacity to deliver and drive forward its overall programme effectively.  With the current economic position and the priority to improve the facilities and infrastructure of the Council/District, it is proposed to engage a Programme Director for a period of two years to lead this corporate programme of work.  This will bring additional capacity and skills to the organisation during a challenging period.  The funding of this post for the two-year period can be met from a number of appropriate, earmarked reserves, relevant to the delivery of this programme area.

It is the intention to secure the other three Programme Directors internally, the current two Corporate Directors and the option of a secondment opportunity from within the organisation.  The precise allocation of responsibility has yet to be determined.  It is anticipated that the Programme Directors will have four key elements to the role:

· Manage the delivery of all projects within their programme area in partnership with the Programme Board.

· Manage the performance of the day-to-day Council activities that are related to and affected by the programme area.

· Manage the relationship and appropriate information between the Programme Boards, local committees and the day-to-day activities of the Council.

· Ensure the inter-dependencies and inter-relationships between programmes, projects and day-to-day activities are managed effectively, which ensures effective and efficient delivery of all the Council’s activities.


These roles will work closely with the Cabinet Members to ensure clarity, engagement and performance to deliver the Council’s Corporate Strategy.

6.0
Organisational Alignment
As part of improving the governance and project management, there will need to be some organisational alignment to support the programme delivery, which may require some changes to the current structure, although this is anticipated to be minimal.

If the Cabinet agreed to the Programme Board and Director structure, the next stage would be to bring any organisational changes to the next Cabinet meeting.

7.0
Resource Funding
As indicated previously, the funding for an external Programme Director structure and the implementation of all the governance and management processes can be met as follows:

Earmarked reserve (management capacity)

£ 100,000

LABGI funding





£   38,000

PDG funding/growth funding



£   60,000

Support for joint working



£   50,000








--------------









£ 248,000 (over a period of 2 years)


This funding is to meet the two-year costs and does not affect the base revenue budget for 2009/10 or 2010/11.


It is anticipated that with improved governance and project management arrangements, greater efficiency and economy should be achieved and therefore after a two-year period, the initial set up and pump-priming costs should be self-financing and sustainable in the longer term.

8.0
Training and Development
As for any improvement or specific skill requirement, it is anticipated that all Members serving on Programme Boards would be required to undertake the following training:

· Overall understanding of programme area and role on the Board

· Project management

· Governance role

It is anticipated that this training would take place prior to June 2009.

9.0
Decisions
9.1
To establish four Programme Boards:

· Supporting our Communities

· Economy and Infrastructure

· Clean and Green

· Performance, Innovation and Efficiency

To be chaired by the appropriate Cabinet Member.

9.2
Each Programme Board to have the following Membership:

Cabinet Members and Deputies

Minimum of 3 other Members

Programme Director

Corporate Programme Manager

Leader and Chief Executive (ex officio)

9.3
That other Members of the Programme Boards be selected based upon their skills and interest in the programme area.  That the Leader of the Council, in consultation with the other Group Leaders, makes the final selection of Programme Board membership.

9.4
That the Terms of Reference for the Programme Boards, as set out in Appendix 1, be adopted.

9.5
That the four Programme Directors be appointed:

1 new post (two-year, fixed term)

2 internal appointments (current Directors)

1 internal secondment (appointment subject to skills and capabilities)


The appointments are made by an appointments panel in accordance with the Constitution.

9.6
That funding be allocated from the current earmarked reserves and external funding to meet the costs of Programme Director capacity and the implementation of improved project governance.

9.7
That the Chief Executive brings forward proposals on any organisational alignment and the detailed projects for each Programme Board.

Allan Reid

Chief Executive

APPENDIX 1
Programme Boards – Terms of Reference
1.
To agree the business case for any project and authorise the Programme Director to move to the next stage of the project.

2.
To agree the project initiation document and the milestones at which the project will be reviewed by the Programme Board.

3.
To monitor the projects against the milestones set out and agree any variation to milestones, resources or any other amendment that affects the deliver of the project.

4.
Give guidance to any detailed issues of policy or practice which is of a non-operational matter.

5.
Provide Cabinet and Local Committees with an appropriate performance report on the delivery of each project.  This will be through exceptional reporting.

6.
Consult with Cabinet or Local Committees on any specific projects, which require guidance at a Cabinet or local level.  Ensure Local Committees are kept abreast of specific local projects in their locality.
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