
Cumbria Improvement & Efficiency Partnership
Minutes of a Meeting of the Cumbria Improvement & Efficiency Partnership held on Friday, 10 December 2010 at 9.30 am at Penrith Leisure Centre
PRESENT:
	Mr K Douglas (Chair) – Eden District Council


	Mr J Bright
-
Barrow Borough Council

Mr L Conway
-
South Lakeland District Council

Mr H Dyke
-
Allerdale Borough Council

Mr R Forbes
-
NHS Cumbria

Ms M Mooney
​-
Carlisle City Council

Ms J Salt
-
​Copeland Borough Council


	


Also in Attendance:-
	 Mrs J Currie
	· Senior Democratic Services Officer

	Mrs L Hewson
	· Programme Manager CIEP

	Ms C Mallinson
	· CIEP Programme Assistant

	Mr A Ratcliffe
	· Assistant Director – Improvement

	Prof F Peck
	· Centre for Regional Economic Development (CRED)


<AI1>
111. APOLOGIES FOR ABSENCE
Apologies for absence were received from Mr T Campbell, Chief Constable C Mackey, Ms K Powell, Mr J Savege and Mr P Walker (substitute Ms J Salt).

</AI1>
<AI2>
112. ACTION NOTES OF LAST MEETING
AGREED,
that the Notes from the previous meeting held on Friday 1 October 2010 were a true and accurate record of the meeting. 

</AI2>
<AI3>
113. Options post June 2011 for a Joint Improvement & Efficiency Partnership
The CIEP Programme Manager and Programme Assistant left the meeting at this point.

The County Council’s Assistant Director – Improvement presented a report which updated the Board on options post June 2011 for improvement and efficiency in Cumbria.

At the CIEP Partnership Board on the 1 October the Board were presented with a discussion paper for ‘Developing Options, post June 2011 for a Sub Regional Partnership’.  At present CIEP was working towards a cessation of activity after June 2011 when NWIEP funding ceases across the region, though options for providing capacity across Cumbria and continuing the progress made should be explored.  From this meeting it was AGREED that an options paper for improvement and efficiency in Cumbria post June 2011 be prepared for the Cumbria Chief Executives’ Group (CCEG) in December 2010 and Cumbria Leadership Board (CLB) in January 2011. 
NWIEP had, when considering options for the future improvement and efficiency architecture in the North West, examined the priorities for efficiency and improvement post June 11.  These attempted to reflect the national agenda, government reforms including localism, the removal of performance measures and inspection and the increasing financial pressure on the public sector.  NWIEP concluded that efficiencies and cost reduction continued to be a priority for collaboration and should be locally driven.  There were two defined strands for future improvement and efficiency: Sector led improvement and the National Productivity & Efficiency Programme (efficiency).
Efficiency & Productivity key priorities for Cumbria could include: 

· Service delivery against a background of financial pressure, increased user demand and assessing implications of policy changes from central government.

· Embedding improvements and efficiencies generated to date and ensuring progress CIEP has supported to date (the Achieving Equalities project for example) is sustained.

· Maximising opportunities for shared management teams, capacity, expertise and services for councils and other public sector organisations.
· Continuation of collaborative procurement (EPiC), improving opportunities for local suppliers and the third sector.
· More Effective Asset management, through property rationalisation, use of office space, flexible working and improved facilities management.
· Maximising and sharing different models of shared service at a sub regional level.
· Sharing learning and development activities and costs.
Improvement Support could include:

· Developing sustainable sector led improvement with minimum requirement for external input.

· Developing proposals for peer challenge and local improvement support.

· Building capacity and skills to support others.

There were 5 options for the CIEP Board and Cumbria Chief Executives’ Group to consider, including:-

Option 1
Do nothing - Legacy of website of materials and information from the 2008-2011 CIEP programme. Some CIEP projects continue post June 11 with their own stand alone arrangements.

Option 2
Mainstreaming - Mainstreaming improvement and efficiency work into core activity; utilising existing resources and relying on relationships, networking and collaboration that are already in existence. This could include the incorporation of the CIEP Year 3 projects for 2010-11 which need to continue post June 11 ie Achieving Equalities; Housing and EPiC.    These projects are designing their own sustainability arrangements post NWIEP funding.  However, a collective approach to continuing these would be preferable.

Option 3
Light Touch - ‘Light touch’ programme of work on joint projects.  All partners signed up to strategy which outlines ‘in kind’ support to other partners on some officer time, sharing good practice etc.  Governance and administration shared across partners on a rolling basis 

Option 4
Continuation of CIEP Support Office - For partners to agree to funded contributions to enable the CIEP Support Office to continue (please see below 4.0 and 5.0 for detail).  This will give the capacity for an improvement and efficiency structure to continue for Cumbria.  Project work could be funded internally by partners.  
Option 5
Shared Improvement & Efficiency Partnership for Cumbria - Building on the legacy and success of the past 3 years, a shared improvement and efficiency partnership for Cumbria, to drive forward the local agenda and give a collective approach and ambition to a shared programme of work.  This was an enhanced version of Option D with Support Office costs and project work to be funded by contributions from partners.

The Board debated these options in detail and, although everyone was very supportive of the work undertaken by the CIEP they felt unable to provide funding to support the partnership in future.  It was then AGREED that notwithstanding the funding difficulties, the preferred CIEP option for progressing this was a mix of options 2 and 3.

It was noted that this was being discussed by the Cumbria Chief Executives’ Group this afternoon.

</AI3>
<AI4>
114. Shared Services
The CIEP Programme Manager and Programme Assistant returned to the meeting at this point.

The County Council’s Assistant Director – Improvement presented a report which identified some of the significant changes ahead including, the end of Primary Care Trusts (PCTs), how performance would be measured without a national assessment framework; expectations following the successful Local Enterprise Partnership (LEP) bid, and the emergence of the Big Society and localism. This report recognised both the current shared service initiatives and the challenges to be aware of.  It sets the current scene and asked whether more could, or should, be done in relation to the shared services agenda.

Recently, the Chief Executives of Cumbria Constabulary, NHS Cumbria, the County Council, and Cumbria Probation Trust jointly committed to exploring all the possibilities for sharing services and have committed to working towards a shared back office service by 2012.  These organisations have now commissioned a number of specific work-streams including back office services, property and asset management, e-access & ICT, and the learning environment.
The Cumbria Improvement & Efficiency Partnership (CIEP) reported the current shared projects across the county in June 2010.  The funding for this programme would end in June 2011 and the future of CIEP was subject of a separate report.

The Chief Executives of Cumbria Constabulary, NHS Cumbria, the County Council, and Cumbria Probation Trust were now jointly committed to exploring all the possibilities for sharing services in Cumbria to protect frontline delivery at a time of challenging public sector funding.  A multi-agency project team had been established to drive the agenda and was asking all senior staff to work together across agencies to make this happen.  Project leads had taken responsibility for the following work-streams:-

a)
Back Office Services

Jim Savege, Cumbria County Council

b)
Property & Asset Management
Dominic Donnini, Cumbria County Council

c)
ICT




Stephen Kirkpatrick, Cumbria Constabulary

d)
e-Access



Stephen Kirkpatrick, Cumbria Constabulary

e)
Learning environment

Stephen Kirkpatrick, Cumbria Constabulary

Each lead would manage the delivery of a business case focusing on positive outcomes for the people of Cumbria, and with an aim to reduce costs by 20% on the current delivery model.  There were additional options that were similar, but different to, the preferred approach of sharing services: ‘hosting services’ (partners buy into an external service provided by someone else), ‘social enterprises’ (set up with a particular social mission or purpose), ‘joint ventures’ (the creation of a whole new shared entity), or outsourcing (contracting out to a third party).
In Cumbria, shared services were already underway.  With the exception of Effective Procurement in Cumbria (EPiC) – a pan-Cumbria collaborative procurement project – successes for the county and district councils had come in clusters of twos and threes, including:-

	a)
	Recycling and decriminalised parking schemes
	Carlisle City Council 

Eden District Council.

	b)
	Shared revenues and benefits service
	Allerdale Borough Council

Carlisle City Council

Copeland Borough Council.

	c)
	Shared IT services
	Allerdale Borough Council

Carlisle City Council

	d)
	Parking Connect
	Carlisle City Council

Cumbria County Council 

	e)
	Shared Customer Contract
	Allerdale Borough Council

Carlisle City Council

Cumbria County Council

	f)
	Shared HR/Payroll
	Discussion ongoing between Allerdale Borough Council

Carlisle City Council

Copeland Borough Council

Cumbria County Council


Video conferencing was one technology that was costly for individuals but could be shared between partners.  It also demonstrated how sharing services could contribute to some of our more challenging goals, such as climate change – continuing to move Cumbria towards its target of 25% reduction in carbon emissions by 2012.  This was just one example that may be pursued by partners in a wider field of possibility.

Services Identified for Sharing Opportunities

· Customer services

· ICT

· HR

· Finance

· Payroll

· Procurement and commissioning

· Legal

· Performance management

· Property estate facilities

· Health and Safety

· Fleet and plant management

· Environmental Health

· Housing

· Building Control

· Leisure and Culture

· Information managements

· Regeneration

· Transport

· Enforcement likening

· Highways/ street scene

· Waste and recycling

· Crime and anti social behaviour

· Parks and open spaces

· Car parks

· Land charges

· Member services

Most of the above services were ‘sharable’ between councils but not other partners.  The project leads for the five multi-agency work-streams (back office services, property and asset management, e-access & ICT, and the learning environment) were responsible for sharing organisational services across Cumbria.  Other services may be ‘sharable’ across places rather than organisations.  Some of the schools were working on this approach.  Some of the local authorities in the North West had also reported success in their attempts to share services together.

Shared Services Challenges

The case against shared services included: 

· being a disruption to the service ‘flow’; creating waste in handoffs, rework and duplication; 
· lengthening the time it takes to deliver a service and
· consequently the build-up of failure demand – ‘demand caused by a failure to do something or do something right for a customer’ 
This criticism derived from a new approach to delivering services called, ‘systems thinking’.  NHS Cumbria and the county council were among several public sector organisations nationwide finding success in applying this method.  Highways and Adult’s Services had been redesigned around what residents actually want.  The concept of systems thinking focused on the quality of service, not cost, and believed reduced cost comes from delivering better services.  For example: a service that allowed a resident to have their issue solved first time costs less than a service that results in a resident constantly contacting the council for updates, reoccurring problems, etc.

Previous research identified a mixed reaction to the pursuit of the Cumbrian agenda due to a fear of losing organisational autonomy (GONW, 2010).  There was also evidence that suggests projects may falter due to a lack of commitment at the highest levels.  ‘Developing leadership that is able to look further ahead may be the most important single development’ (GONW, 2010).
RESOLVED
that the report be note and submerged into discussions at CEG on the implications arising from the Comprehensive Spending Review.

</AI4>
<AI5>
115. Follow ups from last meeting
Voltage Optimisation

At the last CIEP Partnership Board in October it was agreed that the Programme Manager would arrange to put the Cumbria County Council team in touch with the Greater Manchester Fire and Rescue Project Manager on Voltage Optimisation to share learning across the sub regions so far.  This had been done.
It was also agreed that the Project Manager for Voltage Optimisation with Greater Manchester Fire and Rescue be invited to attend the next CIEP meeting on 10 December 2010 to share their plans.  However, Adam Hebden (Corporate Environmental Manager, Greater Manchester Fire & Rescue) hadn't appreciated that Cumbria County Council had already begun a roll out of VPO across some sites in Cumbria and GM F & R are at a similar stage to Cumbria.  He had sent a copy for board members of the powerpoint presentation outlining the value at stake and results from the first install. This project had been funded by NWIEP’s Got the Dragon Factor.

Slivers of Time Cockermouth Project
At the last CIEP Partnership Board in October the board said they would be happy for Ms Poulter to come back and speak to them when she felt the project was established ready to be extended to other areas.  The CIEP Programme Manager had been in touch with Ms Poulter and a report from Slivers of Time project was on the agenda for the February 2011 Partnership Board meeting.

The Chair thanked the Programme Manager for the update.

</AI5>
<AI6>
116. Update from CIEP Programme Board - 24 November 2010
RESOLVED, 
that the RAG report be received and noted.

</AI6>
<AI7>
117. NWIEP Update
The CIEP Programme Manager presented her report which updated members on issues concerning the North West Improvement & Efficiency Partnership (NWIEP).

Development in the North West post June 2011
This was work in progress and the Programme Manager explained the current position and thinking based on the 'Strategic Think in' undertaken by the Strategic Forum, one to one interviews and recent surveys completed and agreed with the Lead Member and Chief Executive for each sub region.  In the meantime NWIEP explored what 'sector led regulation and improvement' might look like in the North West at the Strategic Forum on 17th November to continue to shape and develop the local requirements and options over the coming months.

NWIEP Emphasising Efficiency Event 12 November 2010

CIEP attended this regional event.  All sub-regional programmes and commissions had exhibition stands to showcase the good work currently underway. Cumbria was well represented at this event. Throughout the day there was the opportunity to hear what the other regions had been doing and how they had been producing efficiencies. There were presentations from Richard Harries, Deputy Director of LG Efficiency at DCLG and Cllr David Parsons, Chair of LIGD and leading on the Place Based Productivity Programme.

NWIEP Climate Change (CLASP) 
Cumbria, along with the other sub regions, had been allocated £100,000 for a Climate Change Skills Programme.  The programme aimed to builds skills and capacity to help local authorities undertake their role in tackling climate change and allow planning departments to promote better community engagement in the planning process. 

The Joint Steering Group was chaired by Jenny Wain, Principal Planning Officer – Environment, Cumbria County Council and had representation from leads on the projects under the plan and CIEP.  The delivery plan was now in the process of being signed off by the Climate Change Skills Fund Programme Manager.

Shared Services Fund 
From the last round of bids to the Shared Services funding, the Cumbria Joint Cultural Services bid was resubmitted and was successful, being awarded £30,000.

Due to the landscape having changed considerably since the bid was written a few months ago, Bruce Bennison, Cumbria County Council who was leading on this project had been given an extension for a completed delivery plan to the 10th December, to give more time to discuss this with the Cumbria CE Group in a revised report and through pre meeting discussions. 

Business Improvement Techniques (BIT), NWeGG

The NWIEP Efficiency Commission were funding Business Improvement Techniques training and was able to offer each authority in the North West region 12 places each on the accredited training. Cumbrian Authorities had submitted expressions of interest from 71 delegates to date and meetings were currently being held to discuss next steps. 

The Chair thanked the Programme Manager for the update. 

</AI7>
<AI8>
118. Skills Audit Refresh Report
The Board received a presentation from Frank Peck from the Centre for Regional Economic Development, which detailed the outcomes of a skills audit for economic development and regeneration undertaken during 2010.

The objectives of the project were:-

· Identify the skills that will be required to deliver the key economic development and regeneration projects in the four delivery areas in Cumbria

· Explore different models for delivery including development of in-house teams, use of outsourcing, shared commissioning, secondments and partnerships

· Benchmark experience in Cumbria against best practice in skills formation within economic development delivery teams in comparable sub-regions elsewhere in the UK

· Make practical proposals for collaboration in skills development involving partners across Cumbria

The methodology used included:-

· Interviews with Cumbrian economic development and regeneration directors and managers

· Consultation with benchmarks across the UK

· Analysis of findings from data collection based on themes:

· Staffing and roles

· In-house skills

· Accessing skills externally

· Co-ordinating skills and capacity

· Skills development

· Share with Working Group and present to SEG

· Incorporate feedback into Final Report

Various issues have been raised in the analysis, including the need for:  

· more effective communication between the various groups of professional and practitioners involved, 

· better understanding of the skills, knowledge and capacity available within the different teams involved in regeneration and economic development 

· Greater awareness of what other agencies outside Cumbria are doing to meet the same challenges 

The recommendations of the audit included:-

· Promote use of mentoring schemes and job rotation as mechanisms for staff development

· Members of SEG to exchange experience of, and views on, the benefits of inter-organisational secondments

· SEG to consider the options for collaborating in providing regeneration professionals with shared learning experiences and opportunities to network within and beyond Cumbria

· SEG to raise awareness of the opportunities that exist for transnational learning through EU programmes (Leonardo)

· SEG to consider how best to improve knowledge of the nuclear and energy sectors in regeneration

The Chief Executive of Carlisle City Council agreed to feed this information into the LEP Board, as a member of the LEP Steering Group.  This was to ensure this work was not lost. (Action: MM)
The Chair thanked Mr Peck for his presentation.

</AI8>
<AI9>
119. ANY OTHER BUSINESS/FORWARD PLANNING
It was agreed that the Slivers of Time Project to be added to the agenda for the February meeting.  (Action: CM/JC)

The Chair thanked the Programme Manager for all the work she had done for CIEP prior to her beginning maternity leave today, and everyone wished her the best for the future. 

</AI9>
<AI10>
120. DATE AND TIME OF NEXT MEETING
The next meeting would be held on Friday 4 February 2011 at Penrith Leisure Centre at 10am.

</AI10>
<TRAILER_SECTION>
The meeting ended at 11.15 am
 </TRAILER_SECTION>
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