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1   PURPOSE OF REPORT

1.1 To report the progress of the Working Group examining the opportunities for enhanced two- tier working between Lancashire County Council and its district councils.

2 
  Relevance to the Council’s ambitions and priorities:

· Council Ambitions: 
· Community Objectives: 

· Corporate Priorities:
· Other Considerations:
3   enhanced two tier working

3.1 The October 2006 Local Government White Paper clearly stated that “status quo is not an option in two-tier areas if councils are to achieve the outcomes for place shaping and service delivery that communities expect and deliver substantial efficiency improvements.” 

3.2 Given this context a Working Group of Lancashire Policy Officers was established in November 2006. Initially eleven districts and the County Council (plus Preston City Council as observers) engaged in the discussions, with four districts also preparing unitary proposals within the same timeframe. By the end of the process all twelve districts were engaged. This was reported to the Council meeting of 19th December 2006.

3.3 Resulting from detailed consultation within each of the councils, the Working Group produced a ‘work in progress’ document “Transforming Local Government in Lancashire” outlining proposals for improving two-tier working within the County. The document was signed by Leaders and Chief Executives of the respective councils and submitted to Ruth Kelly, Secretary of State for Communities and Local Government on 23rd January 2007. 
4         TRAnsforming Lancashire

4.1   The document set out the following key success criteria:

· High quality, seamless and efficient services delivered to local residents.

· Stronger leadership of place at both the County and District levels.

· Effective accountability arrangements for both front line and executive councillors.

· Clear and stronger roles for all county and district councillors.

· Shared back office arrangements where appropriate and integrated service delivery mechanisms.

This will be delivered by:

· Enhancing joint local governance structures. We will devolve more direct decision-making to District/sub-district level on key issues of local relevance.

· Strategic alignment of partnerships and strategies across Lancashire including LSPs and LAA blocks.

· Further improving working relationships at Member and Officer levels- this recognises that policies and procedures for joint working need to be accompanied by parallel cultural and leadership improvements.

· Refreshing “Ambition Lancashire” – the Community Strategy for Lancashire as a sustainable community strategy, and refining the Lancashire Partnership to reflect the place-shaping role of both Districts and County.

· Production of a unified Locality Plan tailored to the needs of each of the districts setting out the contribution of the two tiers of councils to both Ambition Lancashire and the local Community Strategy.

· Devolution of a number of key services to district level.

· Sharing of back office functions where appropriate such as Legal, ICT, Finance, Human Resources etc… 

· Promote more efficient and effective delivery through greater engagement with the private sector, public sector and third sector.

· Engagement with unitary councils to ensure that “sense of place” and opportunities for shared services and policy alignment are maximised.
4.2   Benefits – Transforming Lancashire seeks to build on the best of the existing two-tier system – its ability to combine strategic leadership with local variation and devolution – while reforming those aspects where there is room for improvement. It aims to:

· Deliver improved strategic leadership and buy in from all partners on some key issues.

· Ensure clearer connections between partnership structures with improved strategic alignment.

· Engender greater clarity in engagement with the unitaries on key strategic issues.

· Ensure a more consistent approach to place-shaping across the County.

· Create a single local government plan in the two-tier areas.

· Reduce duplication, close gaps and address diseconomies of scale in delivering some services. 

· Increase levels of accountability and engagement in some areas.

· Create clarity in the minds of local people and some partners about who delivers which services.

· Improve communication between county, district and parish tiers to prevent misunderstanding.

· Address strains on capacity at both county and district levels.

· Improve performance management and performance improvement planning across Lancashire.

· Deliver a more joined up approach to key issues eg community cohesion and social inclusion.

· Ensure a more consistent approach to learning and development at both officer and member levels.

· Develop opportunities for joint learning and development. 

· Develop closer working between Local Authorities.

4.3 The document recognises that many of these concerns are already starting to be addressed, for example through the Lancashire Local scheme of political devolution to district level, various service level agreements with and between district councils and other partners, and through the increasingly joined-up nature of district LSPs. It also recognises the work of the North West Improvement Network providing learning and development to Members and Officers. But recognises that there could be significant opportunities to go further in all of these areas and capitalise on further economies of scale and efficiency savings which could be re-invested into front-line services. 
4.4 
The Vision - The proposals are intended to inform the development of a framework for implementing a modern and innovative approach to governance and service delivery to Lancashire and its communities, a modernised two-tier system which:

· Provides high quality, locally responsive seamless services, focussed on local communities, neighbourhoods and service users.

· Provides a single pathway to services with common “front offices” and optimum back office integration

· Combines the benefits of significant capacity to deliver value for money services that people want and deserve and maximises opportunities for economies of scale and on-going efficiency gains including working with the private and third sectors.
· Provides transparent decision making responsive to the views of customers and the local community

· Demonstrates strong democratic accountability capable of ensuring collaboration and joined-up service delivery at the local level

· Responds strategically to the key varying needs of Lancashire and focuses resources accordingly.

· Has a strong collaborative resource base that has the size and capacity to innovate, plan, allocate resources and broker partnerships to support the work of the county, districts and others to achieve continuous service improvement.

· Provides the commanding voice for Lancashire and “punches above its weight” in the North West, at Westminster, in Europe and globally.

· Demonstrates strong and supportive relationships, enhanced through a track record of greater trust.

4.5 Transforming Lancashire also proposes taking a close look at the structure, remit and ‘fitness for purpose’ of all partnerships in Lancashire at both county and district or multi-district levels with a view to minimising duplication and maximising efficiency. This will also incorporate a review of the way in which District Council LSPs operate with a view to increasing effectiveness including:

· Renewed energy for improvement through collaborative working across partners.

· A revised set of partnership principles which will govern the way we work together.

· Each district to have a Locality Plan in place. This will set out the key activities on an annual basis of both tiers of local government towards the district Community Strategy objectives. This will be negotiated through an enhanced local governing body and will lead to stronger leadership of place at the district level.

· An enhanced local governing body in each District. More direct decision-making powers over local services in each area.
· Strategic alignment of partnerships, plans and strategies across Lancashire, recognising local differences yet linking together and reinforcing common strategic issues.

· Devolution of some decisions and services to a district level, where this can be shown to improve service quality and accessibility and does not have significant negative consequences for either costs or service quality in other districts.

· Re-engineering of services such as streetscene across county and district to ensure local residents enjoy seamless, efficient, high quality services.

· Shared “back office” services where they can be delivered more efficiently.

4.6 The proposals also recognise that it is becoming increasingly difficult for individual authorities to reduce costs without impacting on their ability to improve service quality and in some cases maintaining existing levels. There is recognition that greater collaboration/co-operation between councils will create opportunities for economies of scale and for rationalisation; opportunities to reduce costs and eliminate duplication, and will increase opportunities for improved customer focus. With this in mind, Appendix 2 sets out a menu of back office services identified to date with outline development proposals that will be subject to further examination by leaders and chief executives. 

4.7 A list of the proposed front-line services that have been identified as offering potential for improved two tier working is attached at Annexe 1. 

4.8 A modernised two-tier structure for Lancashire will support districts in developing existing Area Committees/Forums to better meet the requirements of a neighbourhood arrangement. Where Area Committees have not yet been established efforts will be made to establish models that meet the needs of communities and decision makers. The role of existing Councils will be strengthened as will the critical role of scrutiny from parent Councils. Through this arrangement Councillors could achieve stronger community leadership roles.

5   recent Developments
5.1 Over recent months there have been a series of meetings of Lancashire Leaders and Chief Executives to discuss how to take the proposals contained in ‘Transforming Lancashire’ forward.  These will be brought forward for discussion at the next meeting on 29th October.  In particular, a sub-group of Chief Executives has been formed to recommend a way forward which:

· enables Leaders to provide a political steer on the outcomes they would like to see 

      and how they would wish to be involved;

· increases the momentum/pace of change;

· strengthens management and delivery arrangements;

· identifies resources to support this agenda;

· builds on the significant amount of work already done on this agenda across the 

      County and in smaller clusters and partnerships; 

· ensures a more coherent approach to improvement, efficiency and leadership;

· identifies key milestones and funding opportunities;

· broadens the current Enhanced Two Tier agenda to ensure that the two unitary 

       authorities are full partners;

4.2 The proposals are designed to ensure that Lancashire is in a position to respond effectively to the expected allocation of funding for this agenda in CSR07 in the autumn.  The new National Improvement and Efficiency Strategy, which will be published at the same time as CSR07, will form the basis of an invitation to regions to bid to draw down funding to support this agenda.  

4.3    The North West is currently developing its own Regional Improvement and Efficiency Strategy that will effectively act as the bidding document to draw down funding from CSR07 and this will need to be submitted early in the New Year.  Following the allocation of funds to the region, a newly formed North West Improvement and Efficiency Partnership will then be in a position to allocate funding within the region.

6   RISK ASSESSMENT
6.1 Resources: (a) Financial – Enhanced Two tier working is expected to yield efficiencies in some areas where joint working results in sharing resources. The initiative has successfully secured £54k funding from NWIN. This will be used to develop a Regional Improvement and Efficiency Strategy for the North West (para. 4.3 refers); (b) Staff – Joint working may result in some changes to current working arrangements. Technical, Environmental and Legal: none.

6.2 Political: none.

6.3 Reputation: Progression of the shared services/ enhanced two-tier working agenda will  assist in maintaining our reputation and that of Lancashire as a whole for effective service delivery amongst partners and the wider public. 

7   RECOMMENDATIONS

7.1 The Committee is asked to note the proposals for enhanced two-tier working in Lancashire.

CHIEF EXECUTIVE

List of Annexes

I. List of Proposed Front-Line Services.

II. List of Proposed Back-Office Services.

For further information please contact Jeff Fenton, Corporate Services Manager tel. 01200 414593.

Annexe 1

Front-Line Services (proposed)
	SERVICE AREA
	DEVELOPMENT PROPOSAL
	BENEFITS

	Highways/

Street Scene

 
	Greater local influence/control at a local level not necessarily local delivery.

Appropriate highways management and street scene services e.g.. brought together at a District/local level with a single local manager.  

Some strategic/specialist highways functions may remain at the County level eg Road Safety but explore means for greater local responsiveness and involvement of Districts in decision making.
	Improved service outcomes with more effective local responsiveness

	Public Regulation

(Building Control, Environmental Health, Trading Standards, licensing)
	Joining up of all public regulatory/ enforcement functions with local/cluster delivery

Some specialist functions retained at multi-district or county level e.g single point of contact for providing expertise on consumer regulation/legislation
	Reduce duplication

Potential for efficiency gains – contribution to 3% target  

Potential for cross boundary working 

	Libraries, leisure centres, theatres, Museums and arts development
	Libraries and leisure centres have predominantly a local catchment and are best managed locally.  

Other leisure/culture provision such as theatres and museums have a wider catchment and are best managed at a multi-district or county level


	Potential economies of scale re leisure trusts

 

	Waste Partnership
	Potential for multi-district working  e.g. joint procurement and collection arrangements - possibly seek to align contract periods.
  
	Economies of scale. Potential to share resources e.g. depots, spare vehicles.

	Children and Young People 
	The County and District Council’s recognise the positive impact that joint working can have on the agenda for improving the quality of life and opportunities for people in socio-economically disadvantage areas particularly children and young people.  

We will ensure arrangements are put in place to create synergy in  joint locality based planning and the delivery of services relating to sport and leisure, community safety, health, the use of community facilities, extended services through schools in the context of the Every Child Matters and the Youth Matters agendas  

Districts and the county council are already working closely on these agendas in the context of the development of Locality Children’s Trusts and children’s centres.   

 
	Integrated service delivery and opportunities for joint working.

Improved service outcomes with more effective local responsiveness

Less risk of duplication/conflict

	Strategic Housing and Supporting People
	Explore joint working at a multi-district level building on existing work being undertaken as part of the LAA.

Explore County wide delivery of disabled adaptations including e.g. securing consistency on the definition of major adaptations provided by the District and minor adaptations provided by the County.

Seek possible harmonisation of districts’ policies and assessment processes relevant to vulnerable clients.   

Exploring opportunities for improved working with the PCT


	Opportunity for streamlining and economies of scale 

Greater collaboration 



	Planning/Development Control
	Closer collaboration between districts (cluster level) and the county to ensure shared understanding on planning applications with major developmental implications.
	Key developments are fast tracked and enjoy joint support

	Revenues, Benefits,  Council Tax Collection 
	Explore pooling expertise and undertaking joint work e.g. anti-fraud initiatives, take-up campaigns etc. 

Explore merging functions in some way e.g. NNDR and Council Tax collection.
	Greater collaboration leading to improved services

Economies of scale 

Reduction in duplication

	 Welfare Rights and  Advice Services
	County Council, District Councils and the Legal Services Commission to work together to identify advice needs on a Lancashire basis, then co-ordinate the funding and delivery of advice service accordingly, taking account of both locality and county considerations.
	Greater collaboration leading to improved services

Reduction in duplication

	Economic Development
	Currently delivered by both County & Districts  

Potential for Joint working on a cluster/area basis  

Lancashire Economic Strategy as a context for joint working


	Less duplication 

Realigning economic development/regeneration activity at strategic and local levels

	Customer Access ie One Stop Shops (OSS), Telephone & website access


	Single customer access points to all council services
	Reduction in public confusion

Improved access to services

Economies of scale


Appendix 2

Back Office Services (proposed)

	SERVICE AREA
	DEVELOPMENT PROPOSAL
	BENEFITS

	Asset Management
	Asset Management Strategy and Integrated Asset Management Plan for all local authority buildings in the locality.

Local/multi-district delivery  


	Opportunities for rationalisation and the realisation of efficiency savings.

Improved management and utilisation of assets e.g. joint use



	Market Research, Consultation, Neighbourhood and Community Engagement and PR 
	Establishment of wider partnership to pool expertise – e.g. Market Research Consultation.  

Explore application for joint procurement e.g. BVPI surveys

SLA developed on a needs basis for the local area

Possible joint publications on a County/multi-district/District/ basis
Explore potential efficiencies while retaining local control.


	Contribution to 3% efficiency target

Reduction in public confusion/duplication e.g. newspapers/ newsletters

	Legal Services

 
	Development of a Legal Consortium where appropriate to overcome capacity and cost issues in districts.

Detail specific service required and deliver through an SLA e.g. employment tribunals.

Need to retain monitoring officer locally 

Delivery on a best fit basis – County/multi-district


	Help with legal costs and increase capacity.

Specialist resources identified in authorities that could be shared for a charge between authorities.

	Performance Improvement
	Production of a shared (joint) improvement plan with dedicated resources to districts.

Pooling of resources between authorities to commission/deliver training e.g. continual improvement training, project management 


	Economies of scale

Improve effectiveness by identifying specialism or best practice within individual authorities and sharing more widely



	ICT


	Explore the longer-term harmonisation of ICT provision.

Potential for cluster working e.g. Server Farms. 

Opportunity to address wider issues e.g big computer companies licensing issues and disaster recovery


	Economies of scale, pooling of expertise.  

Greater responsiveness.



	Human Resources
	Strategic HR retained locally 

Explore specialist areas and transactional/administrative processes ideal for sharing e.g. recruitment, payroll

Potential for a joint workforce and member development programme


	Contribution to 3% efficiency target

Effectiveness increased through identification of and improved access to specialist areas

	Procurement
	Negotiations on a county-wide basis delivering economies of scale e.g. procuring high volume, high value supplies and services

Explore adoption of the AGMA model with each authority taking responsibility for specific contract areas and sharing the contracts
	Create market stimulation

Contribution to 3% efficiency target

Enable specialist knowledge to be shared
  

	Some aspects of Finance 

e.g Ordering, Insurance, Creditors/Debtors and Internal Audit:
 
	Potential for County/multi-district working and integration of systems as a longer-term goal..
	Increase capacity and address recruitment problems e.g. Auditors
Contribution to 3% efficiency target


INFORMATION





Enhanced Two Tier Working seeks to improve the quality and effectiveness of service delivery by the different councils operating in two tier areas, as is the case in Lancashire. Regardless of the mechanisms by which delivery is achieved, the services are designed to meet the locally determined needs of the communities of Lancashire including Ribble Valley.   
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