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1.
Introduction:

1.1
Over the last two years we have been pursuing a communication strategy to underpin the council’s mission to build pride in Cumbria. Our starting point has been to generate a sense of pride within the council, and through taking pride in what we do improve public satisfaction with our services.  We have also sought to play a leading role in speaking up for Cumbria and build on the pride our citizens have for their county.  The strategy is making a significant impact within the organisation – and our campaigns have been rewarded with a number of professional accolades.  However we are yet to impact on public satisfaction with the council and there is more to do in this area. The council has recognised the importance of this work by making improved external communication and branding a corporate priority and investing additional resource to ensure we make the necessary impact. 
1.2 
 We also need to respond to the changing nature of local government – the shift to a new national indicator set and CAA inspection regime requires us to demonstrate much more clearly that we are working in partnership to improve quality of life across the county.

2.
Core actions for improving reputation:

2.1
Our approach to communication is guided by best practice research by the LGA and Mori which has demonstrated that overall public satisfaction with councils is closely linked to how well informed people feel about council services. The county council were early signatories to the LGA ‘Reputation’ campaign, and all our communication activity is founded on best practice research. The recommended core actions are:

· Manage media effectively to promote and defend the council

· Provide an A-Z guide to council services

· Publish a regular council magazine or newspaper to inform residents

· Ensure the council brand is consistently linked to services

· Good internal communication – make sure staff and members are well informed

2.2
Our approach to delivering these core actions has been independently audited and we currently rate ‘gold’ on all except branding services. This is principally where we will be making significant further investment in the year ahead. We plan to undertake a further independent audit of our work later in the year.
3.
Progress so far?

3.1
For the last two years we have responded to the need for internal change within the council to focus much of our effort on communication with staff. The results of our latest staff survey demonstrate that we have made a real impact. Following our six aims campaign the number of staff who understand the council’s aims has increased from 56% to 64% and improvements to internal communication resulted in an increase in the number of staff who feel informed about the council as a whole from 40% to 54%. Whilst these improvements are significant we still have some way to go to reach all parts of the organisation and the overall improvement masks variable performance in parts of the council and with different sections of staff. 
3.2
Disappointingly overall public satisfaction with way the council runs things has remained static at 44% and how well informed people feel about services and benefits is static at 43%. As a result this strategy describes a significant investment in communication with residents and the promotion and branding of council services linked closely to enhanced customer access through one stop shops in the community and online service delivery.
3.3
We have in place a rolling programme of improvements to branding and signage of council services, but parts of the council remain uncommitted to a ‘one council’ approach and prefer to go it alone. This significantly dilutes the impact of branded services and the visibility of the council in the community.
Relationships with the local media continue to be strong and, despite having to contend with a series of contentious issues through the year, media coverage remains largely positive or neutral. However some parts of the council remain reluctant to engage proactively in either planning for difficult news or promoting the positive. 
4. 
Ways of working
4.1 
The Head of Communication has lead responsibility for the coordination of all communication activity across the council and is responsible for the delivery of key reputation indicators in the council plan. All communication staff – including those located in directorates should be professionally managed through the Head of Communication. Recruitment of new communication staff must be carried out in consultation with the Head of Communication.
4.2
 The Communication Team welcomes and supports the development of extra capacity through the recruitment of directorate based communication professionals. However it is important that all directorate based communication staff have the right level of professional competence, operate wholly within the corporate framework for communication, and are located at a point within their directorate structure which gives them an opportunity to impact upon the major aspects of policy development and service delivery.
4.3
All media activity and any issue likely to have serious impact on the reputation of the county council must be coordinated through the Head of Communication and the media/communication team.  The professional input of communication staff should be sought to assist with the presentational aspects of such issues at the earliest possible stage. 

4.4 
Anyone involved in the procurement of communication and publicity materials should also ensure that they seek the input of professional communication advisers before committing council funds. In accordance with council policy all procurement of design, print and advertising services should be through the council’s own 3C Studio. This helps ensure a high quality of end product and best value for the taxpayer.

4.5
All council publicity material and badging of services must follow the council’s corporate identity standards. Exceptions to these guidelines can only be agreed by the Head of Communication.

5.
Communication Objectives 08-09:

5.1
Our communication objectives have been consistent over the last two years:

· To increase the number of people who are satisfied with Cumbria as a place to live from 84% in 07/08 to 88% in 09/10 (NI5)
· To increase the number of people who are satisfied with the way the council runs things from 44% in 07/08  to 57% in 09/10  

· To increase the number of people who feel well informed about the council’s services and activities from 43% in 07/08 to 53% in 09/10
· To increase the number of people who believe the council promotes the interests of local residents from 48% in 07/08 to 53% in 09/10

· Increase the number of people who feel they can influence local decisions  from 49% in 07/08 to 55% in 09/10
· To increase the number of staff who are satisfied with their job from 64% on 07/08 to 72% in 09/10
· To increase the number of staff who feel well informed about the council as a whole from 54% in 07/08 to 60% in 07/08

· To increase the proportion of staff who say they understand corporate priorities from 64%in 07/08 to 75% in 09/10
6.
What are we doing differently this year?
6.1
The fact that we are not making an impact on public satisfaction together with the new emphasis on working in partnership to improve satisfaction not just with the council, but with the whole county, requires us to place a greater emphasis on external communication.  Based on our research into satisfaction levels in Cumbria and national best practice, the council has invested extra resource into this area. This resource will enable us to continue to improve the councils brand visibility – and also to roll out a branded campaign to explain and promote the councils services more actively. The campaign will coincide with the launch of new customer access channels such as one stop shops in the community and an increasingly transactional website. Improved use of community intelligence will be used to target areas with information based on the issues of greatest public concern in those areas.
6.2
Our brand activity will extend into promoting opportunities for public participation in decision making - helping to promote and explain engagement activities such as forums and consultation exercises

6.3
We will be exploring with our partners how we can work more collaboratively across the county to promote and explain the work we do - using the community strategy and LAA to demonstrate how public sector Cumbria is responding to the key challenges facing the county and making it a better place to live. We will also support the development of partnerships by continuing to  improve the way we communicate with our partners – involving and explaining more about our activities and decision making.
6.4 
Our positive and proactive approach to media relations will continue – but we will be searching for more opportunities to demonstrate community leadership by speaking up on behalf of Cumbria on key issues which impact on us, and being increasingly proactive in lobbying on behalf of the county.

6.5
 In terms of reputation management the media team will be working closely with members and policy colleagues to develop handling plans for a number of key issues which are likely to have a significant impact on the council’s reputation. These are:

· School improvement 

· The academies programme

· The primary school strategy

· CNDR

· Waste management

· Single status and equal pay

· Cumbria Care modernisation

· Geological disposal of radioactive material

6.6
Change and organisational development within the council continues apace and we need to support this process by building on the improvements we have made to internal communication. In particular we need to target those parts of the organisation which we are not currently reaching – notably frontline staff and pockets of disengaged middle management. This will require both technical improvements in our ability to reach all staff with communication directly and a review of messages we promote to staff. We also need to ensure that managers at all levels are equipped with the knowledge and communication skills they need to lead the organisation through ongoing change, and promote a ‘one council’ ethos across all parts of the organisation. Internal communication will support cultural change in the organisation – helping to embed our core values – Building Pride in Cumbria by:
· Valuing people and places

· Valuing performance

· Valuing partnership

7.
Communication activity 2008-09
External communication:
7.1
“Together we can.. ”:  The central element of our external communication this year will be a highly visible marketing campaign aimed at promoting county council services. The campaign will demonstrate the responsiveness of services by using the theme of ‘Together we can’. Case studies are being developed across the range of council services and these will form the basis of the campaign elements.  The campaign is likely to include poster and display material using free promotional space in council buildings and on council vehicles, together with some paid for advertising. The campaign will also extend into localities as the basis for promoting consultation and community engagement platforms and demonstrating how we have responded to local concerns.
7.2
Improving the quality and visibility of community engagement and consultation:  In addition to the activity identified above under the “Together we can”” campaign we are exploring ways to improve the quality of consultation by the council. Currently have a wide variation in the quality of consultation – from the excellent approach being taken in Longtown to the weak approach in school reorganisation and public transport – both of which have had serious consequences for the council’s reputation. The council has an excellent framework and toolkit for consultation but more work is needed to ensure the principles are widely adopted and implemented. We will be working with the OD directorate top see how capacity and skills can be improved in this increasingly important area of work.
7.3
Targeted mailings.  Using improved community profiling and best value data we are now able to target information at areas with low level of public concern within the target areas and can be used to highlight relevant services or policy responses to those issues.
7.4
Promotion of new forms of customer access. The launch of 12 one stop shops (local links) in key service centres across Cumbria, together with much improved access to services through our website provides a platform for promotion of new forms of customer access. This promotion will form part of our branded ‘Together we can’ campaign. We will be working towards specific objectives to drive footfall and increase web transactions.

7.5
Improving brand visibility: We will continue with our rolling programme of improvement to corporate signage. We will also be moving forward with improved branding of our street level services with ‘fix me’ and ‘fill me’ stickers on lampposts and salt bins and more prominent use of council owned public space and vehicles for promotional purposes.  We are also exploring the possibility of using the county council brand in the sponsorship of countywide activities which impact on the issues that matter most to the public – such as the cleaner greener agenda and activities for young people. We will be running a series of brand workshops for staff throughout the council who may be involved in the development or commissioning of communication activity – so they have a full understanding of how our communication must support the council brand.
7.6
Building the impact of ‘Your Cumbria’  We are using reader research to improve the content of our residents magazine – and in particular ensuring the content is very firmly based on explaining council services, increased opportunities for the public to have their say on key issues and also explaining how the council is lobbying on behalf of the county. We are increasingly working with partners to broaden the range of content to include wider public sector partnership issues such as the health and safer and stronger agendas. By rationalising the range of mailings from the council to the public we have been able to add an extra issue of Your Cumbria - increasing from three to four a year. We hope that further rationalisation will enable us to eventually move to six issues a year.
7.7
 Reporting Performance:  The council is required to produce an annual report on performance and use of resources – we will again ensure that this is an accessible document which serves to promote and explain council services in an engaging way as well as meet the more formal reporting requirements. Reports on performance will include information about our community leadership role and corporate social responsibility – particular climate change issues.
7.8
Communicating in partnership:  In response to the new requirements of CAA and the new national indicator NI 5 – overall satisfaction with the local area, we recognise the need to work closely with our partners in communicating to the public about the major issues impacting on quality of life in the county. We aim to use the new community strategy and LAA as a framework for doing this – developing joint campaigns to demonstrate how we are working together in the interests of the county.
7.9
Proactive media relations; We will continue to build a strong relationship with the local media and pursue opportunities to proactively explain the positive aspects of our services and prepare professionally for difficult news. As highlighted above we will be developing specific media strategies to deal with those issues most likely to have the greatest impact on council reputation. The support of Directorates is an essential part of this approach and we will be redoubling our efforts to explain how the media team operates and the type of support they require. There remains an unusually high level of caution and suspicion in dealings with the media which hampers the more positive approach we wish to pursue.  We will continue to provide media training to members and officers who are likely to be called upon to explain their policies or areas of work.
7.10
Lobbying on behalf of Cumbria: We will continue to support the council to demonstrate community leadership identify and pursue opportunities to lobby in the best interests of the county.  Over the last year we have given high profile support and leadership to campaigns to save Border TV’s Look Around programme and to limit the impact of Post Office closures.  
8.
Internal communication:

8.1
Communication of aims and values:  Our six aims campaign has worked well for the last two years but the time has come to refresh it. A new campaign which links to the external “together we can” is now being developed. We also need to extend the reach of the campaign so that we connect with more of the employees we are currently missing. We are analysing our staff research to identify the hard to reach groups to improve our targeting. One of the main changes to our approach will be working closely with OD to develop internal communication even further, moving it from communication to engagement as well as much greater use of case studies which will help translate the high level “big picture” to stories which resonate and feel meaningful to staff at all levels. 
8.2
Visible Leadership:  Staff survey research indicates that a relatively small proportion of staff perceive the management of the council to have a clear vision for the future of the organisation. We have attempted to address this by improving the visibility of the Chief Executive through Peter’s Diary and Meet Pete events. This approach has worked well but now need to be extended to involve the whole management – and also needs to encourage and reflect the leadership role of Heads of Service and other managers.  The decisions and activities of CMT will be more proactively reported and Board members will be asked to play an increasingly visible engagement role across the council and beyond their own Directorates. 
8.3.
Improving the communication skills of middle managers:  We have increasing evidence that our traditional cascade approach for communication is failing  – with messages from the top and bottom of the organisation getting stuck somewhere in the middle. This appears to be a problem based on the capacity and communication skills of middle managers, and we are working with the Organisational Development Directorate to consider how skills can be improved through the new leadership development framework. A revised format for team briefing which will use images and storytelling to encourage team discussions should support managers develop the skills they need. 
8.4
Providing a welcome: We have been working with OD directorate to improve the quality of our recruitment and retention material. A revised induction process and welcome materials have been produced – including a new corporate video. We will also shortly launch a refreshed style of corporate advertising.

8.5
Reward and recognition: We have recognised the need to build on our very successful Excellence Awards to align the awards much more closely with developing a performance culture. Our proposal is that we develop a process which links and encourages Directorate based reward and recognition schemes to the council wide event and ultimately through to a nomination process for national awards.
8.6
Promoting health and well being:  We are working with the OD Directorate to develop a health and well being programme to address key issues including sickness, health etc. The programme will make a range of advice and support available to staff in targeted areas through the year. The creative element of the campaign will feature a series of animated characters, which from the family ‘the Well-beings’.
8.7
Maintaining and improving internal communication channels: Our overall approach to internal communication is having an impact and has been recognised through professional accolades. We don’t need to fix what isn’t broken – but there are ongoing improvements to be made. The look and feel of our intranet will be updated and we will continue to improve our targeting of those groups which appear to be most disengaged.
8.8
Developing consistent corporate standards:  There are significant variations in performance in relation to staff engagement and communication across the council. Directorates have chosen to adopt their own approaches to internal communication to supplement the work which is undertaken by the corporate communication team. On the whole Directorate based communication teams work closely with us and we support and encourage this approach. However, we are keen to ensure that all communicators across the council align their work to the corporate communication priorities. We therefore propose that all directorate based communication strategies must include clear communication objectives aligned to those set out in this strategy. Performance against these objectives will be monitored and supported through the council’s communication network – and regular reports will be provided to Directorate Management Teams.
9. 
Equality issues:

9.1
In preparing this document we have worked with the council’s equality officer to conduct an Equality Impact Assessment to identify how the communication strategy can support the council’s equality and diversity agenda. The full assessment is attached at annex B. A number of key actions have been agreed.

· We will work with the equality officer to support the councils efforts to achieve level 3 of the equality standard by promoting the importance of equality and diversity through our ‘all different - all the same campaign’ and the ongoing ‘have you crossed the line’ programme. 

· We will work with community and voluntary groups to promote the availability of translated and alternative format council publications

· We will gather information on the media habits of hard to reach groups and use this to target relevant information.

· We will promote equality and diversity through all  our communication with the public and employees

· We will monitor local media coverage of racism and extremist groups and encourage balancing statements in response racist and extremist views. 

· We will ensure that our publications include positive images of diversity including ethnicity, disability and gender.

· We will continue to promote dignity and respect as core values to all our employees and actively discourage bullying and harassment on any grounds.

· We will ensure that our recruitment advertising avoids negative images of equality and diversity and actively encourages people from different backgrounds to apply for jobs at the council.

10. 
Financial implications:
10.1 The council recognised the issues relating to public satisfaction identified in this paper during consideration of the council budget. This strategy demonstrates how the additional resources allocated to communication activity will be deployed. Headline allocations are:
External Communications

New external campaign – Together we can 

· Development and delivery  of Campaign (include staff time) = £20k

· Production and purchasing of advertising space = £15k

·  Evaluation of campaign (telephone survey, text survey, online survey etc) £5k

· Total cost £40k (new budget for 2008/09) 
Your Cumbria 

· Ongoing Improvements and productions of Your Cumbria (including our improved A-Z) = £100k (existing budget)

Internal Communications 

· Production and distribution of all new internal ‘six aims – together we can’ material (posters etc) = £10k (existing budget)
· Wellbeing Campaign – (funded via OD directorate)

· Equalities campaign (funded via OD directorate)

Website

· Redesign and re-launch the Council Website, including external campaign to raise awareness of new features including ‘do it on line’,  diary bookings etc = £30k (new budget for 2008/09) 

Customer Access Improvements

· Building costs of developing 12 one stop shops - £200k (from Capital Budget 2008/09) 

· Revenue support costs for one stop shops – £100k (new budget for 2008/09) 

· Brand visibility - resigning of councils services and buildings - £38k (existing budget)  
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