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Intraduction

& Practical Approsch o Implemanting a Successful Change Frogramme in Lozal Govemment

11 This paper sets out, in summary, the views arrived at to date on the development and
articulation of a practical approach 1o a successful change programme, designed to dellvar the
future shared vision for local governmeant in Marthern Ireland,

1.2 The paper is structured as follows:

* 8 . @ 8 § F

Background;

Strategic options;

Strategic analysis;

Change capacily, capability and tempo

Programme management - an overview and high level fransition plan;
Strategic and programme governance framework:

Indicative resource raquirement;

Conclusions; and

Recommended Actions,

Ten Key Points
1.3 The paper discusses the following tan key points:

1.

10,

Background

The urgency of implamenting the transition to 11 councils, starting with strategic
planning and direction as soon as possibles,

A practical strategic oplion (an evolutionary approach) for successfully implemanting
the transition from 28 to 11 councils.

The need to construct a strategic leval business case to support the selected option.

The critical need to resource the first tranche of the implemantation teams, both at
the policy leval as well as at the management (delivery) level.

The need to establish and subsequently implement a coherent programme plan.
The need to confirm the councll-level wark streams.

The requirement to put an appropriate strategic and programme gowvernance
frarmework in placs.

The need to ariculate the roles and responsibilities of the Transition Commitlees,
the Transition Management Teams, and the Regional Implementation GEroup.

Recognition that there will be a variance in the capacity and capability between the
councils with regard to implementing the restructuring and transition.

Acknowledgement that councits will achieve transition to the new councils at
different speads.

1.4 On 31 March Z008 the then Miniater for Envirenment, Aralene Foster announced the vision for
iocal government, agreed by the Executive, following a review of the previous administration's
decisions on local governmeant contzined in two announcements in Movember 2005 and March
2008, The review considered what local government would be expected to deliver in the
contesxdt of & fully functioning devolved Assembly and Executive.

Pricewalerhous=Coopars LLE
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& Practical Approach 1o Implemantng & Suscessful Change Programme in Local Govamment

“Cur wigion is of & strong, dynamic focal govermment thal creates witirar, heaithy, p-m:spamus, safe and
sustainabis communiies that have alf citizens af their care.”

In arder to deliver this vision the Minister anncunced that the current configuration of 26 local
councils would be rationalised to create 11 new council areas. The Executive considered the
three 11 council modets put forward for consultation by the Review of Public Administration
(RPA} in March 2005 and agreed that the configuration known as model 11b in the

consultation document provided the optimal grouping of axisting counclls irto an 11 council
model.

The Executive considered this configuration:

*Girikas & balance betwesn reducing some of the diversiy among exising areas in lemmz of populalion

charactarisfics and rading weaith, and promafing the ability of counclls and e communifies fo idendiy
| and interact with one another,*

Importantly, the statement alsc explicitly recognised that the strengthening of local
government will be a process. This is a core premise to the plannaed approach designed to
successfully deliver the change programme:

It s acknowdedged that the strangihening of Jgcal govemment wil be a process and nof an event, the
spead and extent of which can only be dictaled by whatever secures sxcelance i senvice deliveny.”

The size of the challenge shead for local government should nol be undesestimated and
ansuring that appropriate structures are put in place to manage the RPA change process is
crucial. The Department of the Environment, Local Governmant Policy Division, together with
SOLACE MI, NILGA and the other stakeholders recognises the urgent need o put in place a
practical Implementation Programme and Programme Management arangements if the May
2011 date for elections to the new Councils is to be realised.

In crder to support the process, SOLACE NI commissioned PricewaterhouseCoopers LLP
(Pwi) In May 2008, to assist # In developing and ariculating a practical approach 1o a
successful change programme which would have the shared support of major stakeholders in
the programme. In undertsking this, PwC have had access to a paper prepared by D. Mitchedl
dated Juna 2008, entitled "RPA — Local Government Reform, Making it happen — A Practical
Framewark.

Strategic Options
110 As referred 1o above, local government re-structuring will use the 11b model basaed on the

original RPA consultation, In implementing model 11b there are a number of delivary options,
which ancompass the establishment of the new structures, the transferring of various functions
which will pass to local government and the need to address the wider moedarmisation agenda
for local government.

111 Thera are three broad strategic options for consideration in the implementation process:

«  Option 1: “Do nothing”, a baseline with ne changes in advance of the new ekections in
2011;

- Option 2: "Full implementation™ of the transition to new councils. This consists of the
establishment of 11 naw bodies, with new duties and new functions transferred from
central government. it alse encompasses camying out a full modemisation programme, as
identifled in the Deloitte Strategic Qutline Business Case; and

FricewatarhouseCooners LLP a



A Prachical Approgch o linplementing a Succassiul Charge Pregramme i Local Govemmenl

= Option 3: “"An evolutionary approach”, as Option 2, but applying an evolutionary

approach to the restructuring (Tramsition), including the transfer of functions, and

modernisation (Transformation), which places 3 major part of the transformation a“-:i_']

modernisation agenda in the post-2011 period.

Straiegic Analysis

112

1.13

1.14

1.15

PricewaterhouseCoopers LLP 3

Option 1 "Do nothing" is not appropriate as a policy decision has been taken by the
Executive, and a change must take place to the existing arrangemeants by 2011.

Option 2 "Full implementation” encompasses both the change restructuring programme
(Transition), and the modernisation programme (Transformation). This amounts to a “big
bang” appreach and would require restructuring te run in parallel with significant modernisation,
including complex areas such as shared sarvices and service delivery realignment.

Initial analysis of Option 2 has identified & significant risk attached fo this option. The
modernisation Strategic Outline Business Case (S0OC), produced by Deloitte in June 2008,
has identified a number of work-streams, and associated high level costs and resource
requirements. Modernisation is a significant programmea of wark were it to be carried cut from
steady-state. and when combined with a re-structuring transition programme, would be mare
complex and carry a higher risk that both re-structuring and modemisation would fail,

In order to achieve Opticn 2, consideration would have to be given to:

= The already tight timeframe to deliver on the new local government structures in 2011

= The exisling resource constraints, currently no CSR cover for the restructuring or
maodernisation programmes; and

= The general resource consiraint in terms of capacity within the local government sector.

The S0C on modernisation concludes by outlining that an alternative approach may be to
concentrate inftially on the restructuring now (Transfion) as well as underaking some
preparatory work for the modemisation programme. The major modemisation projects would
subsequently commence post-2011.

The PwC wark commissioned by SOLACE Ml seeks to scale the task facing councils in re-
structuring. This indicates that there is a substantial body of work needs to be undertaken to
achieve the transfer from 26 Councils to the 11b model in the period between 2008 and 2011,
This work needs to commence as a matter of urgency.

Option 3 “An evolutionary approach” represents a rational, risk managed, but dynamic
approach to the transition and transformation programmes. The option could be termed
“Evolving from Transition to Transformation”, as It is basad on an evolutionary approach.
A process of restructuring of councils, preparation for the transfer of new duties and functions,
and preparatory work 1o lay the ground-work for the modernisation programme. It ks likely that

some degree of modernisation will arise as part of the rationalisstion of 26 councils to 11, as |
joint operating models and systems are devised. Such opportunities and banefits must be |

taken forward in @ manner which will allow further full modernisation 1o take plece when the
councils have been soundly established. An evolutionary appreach is one which makes best
use of available resources. There are nevertheless, within Option 3 further phasing
opportunities. These can be summarised as illustrated below:

El
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& Practical Apgroach 1o Implemeanting & Successful Change Programme in Logal Gevemment

Figure 1: Option 3 “An Evelutionary Approach”, and its sub phases.

« Low Case: Aim to achieve restructuring to 11 councils, with the addition of new duties and
transferred functions,

« Medium Case: Achieve the Low Case, but also take advantage of some modemisation
oppartunities which arise as part of restructuring, while cafrying out feasibility studies to
prepare far the modemisation programme in more detall. and

+ High Case: Medium Case, plus a fully agreed, scoped, plannad and budgsted programme
to carry forward the modernisation agenda across the new councils in the 5 year period
falbowing 2011,

This represents an evolutionary approach and i is envisionad that each af the new Council
clusters will aspire to reslising the ‘High Case’ of transition/transformation. The degree of
movemeant towards the Medium or High Case will be depandent upon the ability to scope and
develop the feasibility for the future modernisation programme and the availability af resources,

The sirategic options and phasing opportunities should be the subject of & Strategic Outline
Business Case (SOC) on Transition. The SOC will evidence the prefarred options and
associated resource iImplications.

Change Capacity, Capability and Tempo

1.21

1.22

The delivery of the change programme, particularly the programmes that will need to be
deliverad at the local council level, will be Wmﬂ
capability thal exists, or can be readily developad, by each respective council cluster, Both
capacity and capability rmine the tempo at & overall programme
(whichever option is eventually adopted) and the local council-cluster programmes can ba
implemented. Any variance in capacity and capability between the local council clusters may
well dictate also that the sub-programmes are implemented at differen! speeds, but wiith
Council clusters all working May 2011 target date. T clusters with a higher capacity
and capability may require less [additi : iver the programme. 2as,
those with a lower capacity and/dr CIDA0MTY will require additional support and associated
resources, An axpectation will be that eouncils will share their experiences and this will be
facilitated by the Ragional Implementation G_L'Eup.

The above options and the capacity/capabiltytempo mix will ba a key output from the
Strategic Outhine Business Case on Transition.

PricewslerhouseCoopers LLP 4
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Programme Management — an overview and high level transition plan
1.23 The Office of Government Commerce (QOGC) defines a programme as:

"Amrnpamy WMMW&WEWﬂMMﬂWWMWn{aM|

of ralated profecis and achivifies in onder fo defver outcome Sand benefils mmmmmmmh
sirategic chjectives. A programme is iikely to have a life that spans several years,”

1.24 Before fully implementing any transiion plan, there are a number of acknowledged

preparatory steps and conditions which first need to ba met, including satisfying & number of
formal, robust approval reviews that will ensure that a viable programme is being invested in
and about to ba implemantad. This will require consideration and application of the OGC
approach known as Managing Successful Programmes (MSP), These preliminary tasks and
activities must be addressed as the first step in implementing the RPA programme and

_include consideration of the following:

. The refined Vision Statement; = Stakeholder and Communication
o Strategic Outline Business Case (S0C); Plan;

. Blueprint; » Benefits Realisation Plan;

. Programme Organisation and Structure; * Information Plan; and

* Pragrammea Plan; »  Resource Management Plan.

Pmuﬂi which mnmnu ﬂ'm kly decision pnlms in E pn::-gtanrn ' foe
it lcoks ahead to provide robust assurance that the programme can progress smasfuly h:
the next stage or tranche of work,

1.26 Figure 2 presents the high level overview of the framework for a large, complex change

programme such as lhu H‘P.h l:hanga programma. The framework provides a route map for
54 e\, pmﬂass I&chmhg:'ca! structral and faciiies changes
required to deliver ﬂ'm new or aEnUEd CoTForale Tbusiness siralegies. THESS dimensions
normally constitute the bmlmmml activities of an organisation. Added on to these
however, are those agliifies. required by tha_w framework, change
management and programme daliveny. B e
. -

Figura 2: A Practical Framework for Successful Change

PricewsterhousaCoopars LLP s
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& Practical Aporaach to implerenting a Successful Change Prograrnime in Local Goeemiment

The first Stage of this approach is ‘Assess’. The main outputs from this particular stage are as
followrs:

: Defining the High-level "Blueprint’ far the new Councils,
= Arlculating the *‘Case for Change”; and
= ldentifying the range of work-streams that will change the organisations.

This is in the context of also achieving short- and medum-lerm financial and service delivery
goals.

The Design stage is used to complete a design of the transformed environment and to explore
and develop implementation strategies, based on the ‘Blusprint’ initiated during the previous
‘Assess’ stage. This is achieved by crealing the detailed ‘Future Servica Delivery’ structures
and plan for the new counclls (e.g. new organksation structures, processes, locations, skills. T
ele), whilst also implementing “quick win” inftiatives. Importantly, the programime govemanos
is refreshed to ensure fit-forpurpose with regard to the Iater stages of the programma.
Detailed programme, benefits and rescurce planning is completed, The change managament
strategy and plans are compisled and communications activiles are undertaken. Initial
transiticn planning I8 developed and testipilot strategies are developed, For example, it may
be appropriate 1o look at pilots associsted with community planning, or the unity to
dev “waves' 5o Thal selected Tunchons can be translermed ie. Wave 17, "Wave 2
functions.

The 'Construct’ stage is used to devalop the appropriate policy changes, business process
changes, technology changes, organisation changes and facities changes. Once these
changes have been developed, the detailed implementation plans are prepared,

At the ‘lmplement' stage. as it suggests, the local government-wide and council-wide
initiatives and work-streams would be implemented, whilst proactively ensuring that benefits
are tracked and realised, adoressing any shortfalls in their final delvery.

At the ‘Operate and Review' stage the new local councils would expect to be fully operational
woarking within the new organisational structure, delivering the benefits and encouraging,
through the established review process, a culture of continuous improvement.

The framework presented =t Figure 2, subsequently forms the foundation for developing a
high level programme plan tailored for this kocal govemnanent transition. This draft high level
plan is detailed at Figurs 3.

PricewaterhouseCoopers LLP L]
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A Practical Approach jo implementing a Successful Change Programme in Local Govemiman

1.34 High Level Programme (Transition) Plan. The draft high level plan at Figure 3, depicts the
indicative programme activities that will take place as the programme advances. It reflzcts the
faur stages of the programme lfecycle thal are described in paragraphs 1.26 — 1.32; the main
outputs from the legisiative timetable are included for the sake of completeness and are for
ilustration only. It should be noted that this type of overview plan only truly emerges once the
‘Assess' stage has progressed. This overview has therefore been developed based on current
knowledge, best practice programme management, and experience from other local
govemment programmes. Despite its limitations, it is a useful ilustration of the complexity of
this programme and starts to indicate the substantial effort requirad 1o achieve implementation
Experiance suggests that this pictonal format is most readily undarstood by key groupings and
provides an important basis for communication to all stakeholders, The cverview groups
activitias inte work-streams under the leadership of a central team ar council as appropriate.
Where possible the high level plan should also shows indicative project milestones and makes
an assessment of the likedy critical path

135 \Work Streams and Key Activities. The high level programme plan is developed and
designed at the strategic level, effectively top down. Following this strategic direction, the
appropriate detailed work plans would be developed at council level and would represent the
work streams and key activities that each council dearmed necassary for transition, effectively
battomn up. An example based on "governance” as 1o how the top down programme plan
relates to the Council level detalled workplans is illustrated at Appandix 1,

Strategic and Programme Governance Framework

1.36 Gnvern%u within & programme defines the siratedies for guality, stakeholders, fisks and
TEEUES Wits, rasources, planning and conirgl. Effectively, govermance ig the conirol
hmiwk Trough WRICh programmes deilver their change objectives and remain within
corporate visibility and control * With regard to the RPA programime, it is essential that contrals
are established alongside the governance framework to determine the robes, responsibilities
and freedom of manosuvre to which the various governing bodies and local councifs clusters
should operate. It is suggested that prior to approp iater B 51 Farded | initial control
should be achieved through establishing a.#8t of common prog 5 g

determing the operationalfworking guidplines across the funclions o
infrastructurs. THESE Could ba developed Ime nin the Nalan Lo

137 With regard to corporate govemnance, the Strategic Leadership Board (SLB) has agraed the
sirategic govemance framewark for the implementation of local government restructuring,
building upon the findings of the 2008 IDeA report. Work is already underway to populate the
Palicy Development Panels, and the Departrment will shortly issue initial guidance to Councils
an the establishment of Transition Committees.”

138 As set out at the April 2008 meeting of SLB, the strategic governance framework below
reflacts the Policy Development Panels and Transition Committees, and their relationship to
SLE, with supparting input from the DOE Programme Office. This mode! ansures that policy
devalopment and issues of transition have the appropriate input from members, and that these
bodies raport to SLE.

* Office of Govemment Commerce - Managing Swooesshul Programmes.

3 Following exlensive research and cansultation, e CIFEASOLAGE Jonl Wirking Group has pracuced, Deelivering Good
Govemance in Locel Govemment Framework' and accompanying guidance note, The new Framewors ifusirates bast
practice for develaping and maintsining a local code of gewvamance and making adogted practica apan ard explc and has
pean endomed by key organisations in local govemment. The Erarnewark, recommends that aulhorties must be able 1o
damonstrabe Mal they ane comphying with he princigles of paod goamnance and Unges loeal authorifies Lo tast fheir sinuchures
against the Framework's six cofe principies for good goueimanca

PricawsterouseCoopers LLF a



A Pracscal Approgch 1o Implementing a Successful Change Programme in Local Sovemment

Figure 4; Strategic Governance Framework [Policy)

Serategic Leadershbp Board
DOE Prograrmme {
Managemen! Lifice
1
|
POP A POF B POPC
Warking Groug Working Group Wiowiing Group
Farel & Govemance & Earsl B Service Calizany Panel & Stuciyrad Bafooem [geues
Balaionshios = Sanvice delvany Improvement » Human resources
» Community planning » E-povemment + Capacity building
= Govemarca » Shared sefvices « Firarca
= Cantraliosal govessrent = |5 siratmgy « Eswaies
Pelationships - CRM srmagy + Regicnal & sub-regicnal design
# Procumemsart
& Parformarce mansosman

1.39 In consultation with the sactor, SOLACE, NILGA and within the DOE, it is clear that in order for
a programme of change of this magnitude to be successful it must not only have a robust
corporate governance structure responsible for establishing, controlling and manitoring
corporate policy, but alsc a robust governance struciura at the oparationzl level,

1.40 It is at the operafional level that responsibility for the day-to-day implementation and delivery
of the programme will sit. The model outlined balow sets out the three key policy bodies at the
strategic level (SLE, PDPs and Transition Committees) and subsequently positions the
operational function of implamentation and the grouping that will assume responsibility for its
delivery (the Transition Management Teams (see paragraph 1.44 below)):

Figure 5: A strategic governance and programme implementation relationship model.

SLB/

PDPs

Transillan
Managemen!
Teams

N\

1.41 The govemnance mechanisms in a programme are most effective when integrated with the
corporate governance already used in an organisation, as ilustrated below:

PricewaterhouseCoopars LLP
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1.44

1.45

A Practical Apgroach o Implemaenting a Succasaful Change Programme in Local Sovamment

The model at Figure § above, demonstrates the key integral relationship, between the
corporate governance structure, with responsibility for policy, and the operational level with
respansibility for the delivery of the programme (i.e. programme managemant).

Programme Governance Framework. The Programme Governance Framework, at Figure S,
distinguishes between both the functions of policy and delivery, as well as between the
stretegic and operational |evels, whilst adhering to the predeterminedlaxiant corporate
govamance siructure,

Transition Committees. Key policy responsibilities at the local council level will rest with the
Transition Committees of Councillors (TCs). The TCs will have a range of responsibilities akin
to that anticipated for a shadow council. Their main role will be to undetake key decisions
necessary for an effective Council on the operative date. In particular, for the establishment of
good governance arrangements at councl level, seamless transfer and delivery of quality and
efficient services, and the implementation of an affective staff structure and related staff
transfer and support services. In affect the Transition Committees will act as the policy
interface befween the corporate'strategic level and local councilloperational level. it will be the
TCs which will drivie the shaping of the new Councils

Transition Management Teams. The 11 Transition Management Teams (TMTs) establishad
in each of the new council areas will ba responsible for the day-to-day management of the
transition, reporting fo and working alengside their respective Transition Committes. The
TMTs will subsequently plan and execute the efficient and effective transition to the new
councils in terms of the critical managerial and operational transfer issues. As depicted, the
TMTs ara concernad with Delivery/programme managament,

Regional Implementation Group. The Regional Implementation Group (RIG) will ba the
critical management interface with the SLB, the TCs and the TMTs. Importantly, the RIG will
provide programme management and delivery focus for the overarching regional and sub
regional issues — the cross-cutting delivery issues within the above model. The Programme
Senior Responsible Officer, with responsibliity for the successful delivery of the overall
programme, will lead this key group.

Indicative Resource Reguirement

1.46

1.47

The overview of programme management and high level transition plan at paragraph 1.23 -
1.35 above, discussed the preliminary tasks and activities that must be addressed as the first
step In implamenting the RPA programme. Based on comparative programeses conducted
elsewhere, and in concurrence with the proposed strategic and.p B ;
framework, the indicative resource requirement suggasta 8 Nac
from present capacity ordr-additicn-to-eu 15
precize cost will only be pessible once the maha—up af ’rhe initia
mix betwean internally and externally sourced personnel determined.

The main tasks to be taken forward are as follows:

= Cemplete the requisite preliminary programme work thus confirming the wiability and
various business cases of the averall programme:

= Complete the subseguent programme planning (both at the strategic and operational leval),;
and

= Initigte the first stage of the programme once appropriate approval (OCG Gateway Review)

40%5{ ) %A (-EW -

PricewaterhouseCoopars LLP 11



& Practical Approach fo implementing & Suscessful Changa Programme in Local Gosemment

1.48 It should be noted that the sbove resource requirement is to allow the programme 1o progress.
As the programme progresses, the resource requirement will become more readily
identifiable and increase. For example, the [2arly] appointment of the new councils senior
managamant team would be in addition to the above indicative resourca régquinsment

1.4%9 On the basis of the information.ava his time the indicative numberot_pe
4. a ‘change champion® and two support staff per ne
stimation of up to 7 stafl and advisers required-bg"manage and
implement the programme st the Tegional Bval (wilk FRIC

pha b2 bazed

1.50 It is suggested that the appointment of these pecple, in particular the "change champion”,
along with the early appointment of key senior staff within the council clusters (such as the
Chief Executives, and the HR and Finance Directors) is critical to programme succass. These
appointments would be followed closely by the establishment of the remaining elements of the
respective senior managamant teams.

Conciusions

1.51 This paper has sought to summarise a practical approach to developing and constructing a
successful change programme in local govemment; has presented an outline high level
transiion plan alongside a suggested governance structure; and provided an indication as to
the level of resources that will be initially required to confim the viebility and initiation of the
change programme.

1.52 Tha establishment of the Regional Implemantation Group, the Transition Commitiees and the
Transition Management Teams is time critical and should proceed as soon as possible once
the Strategic Operational Business Case on Transhtion has been approved.

recommended Actions

1.55 In considering the various sectons of this paper, the following actions are recommendad:

o ree Option 3, “An evolutionary approach”, as articulated at paragraph 1.18, represents a
raticnal, risk managed approach fo the fransifion and transformation programmes. The
strategic options and further phasing cpportunities (High, Medium, Low) should be the
subject of a Strategic Outline Business Case (S0C) on Transiton;

= /Endorsament of the strategic and programme governance framework depicted at Figurs &,
The proposed structure could be compared with the six core principles for good

governance articulated in the CIPFA/SOLACE Delivering Good Governance in Local
Government. Framework’;

\:/69&13 the roles and responsibilities of the counciliors in conjunction with NILGA and
officars in assoclation with SOLACE, in accordance with the agread governance
framewark:

= Authority to complete the preliminary programme tasks and activities, detalled at
paragraph 1.24, required to establish the strategic and business viability of the transition
progremme, as well as the option for its delivery, In accordance with OGC best practice.
Mot to do so will create a dispropartionately high risk of fallure regarding the dedivery of the
transition to 11 new councils. OF upmost importance is the need to complste a Strategic

R\J Outline Busingss Case on Transhtion;

/ Agrea requirement to identify resources, as indicated at paragraph 1.46 above, to
complate the aforementioned critical praliminary tasks and activities at the strategic and
operational level. It iB considered essential to estabiish the required programme teams and

fricawsternouseCoopers LLP 12



A Fraclical Approach to Impdementing & Successful Changa Programme in Lecal Gavernmant

goveming bodies as soon as possible in order to provide an appropriate level of guidance
and momeantum to the existing councils and transition commitiees:

« Agree that the high level transition plan, in line with Figure 3, be adopted in the interm
period, priar 1o the detailed strategy developed through the SOC, a5 & common model that
aliows local councils to conduct suitable concurrent activity and consultation: and

= Concurrently, direct that a series of guiding principles be produced to support the
aforemantionad governance framewark and to which councils will operate.

PricewaterhouseCoopsrs LLP .
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This report is confidential to the Department of the Environment and prepared solely for the
purpose(s) set out in our proposal letter. You should not refer to or use our name or the report
for any other purpose, disclose them or refer to them in any prospectus or other document, or
make them available or communicate them to any other party. No other party is entitled to rely

on our report for any purpose whatsoever and we accept no duty of care or liability to any other
party who is shown or gains access to this report.

For your convenlence, this document may have been made available to you im electronic as well
as bard copy format. Multiple copies and versions of this document may, therefore, exist in
different media. Only the final hard copy should be regarded as definitive.
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Drepartment of the Environment Strategic Outline Cass

L1

L2

EXECUTIVE SUMMARY

Background

Deeloitte was appointed by the Department of the Environment to conduet a Strategic Outline Case
(30C) for Local Government Modernisation. Ower the succeeding four months Deloitte engaged
extensively with local government stakeholders to ensure that the SOC was reflective of the current
position and future direction of local government. Deloitie appreciates the input of the 26 Local
Authorities; the Northern Ireland Local Government Association (WILGA); the Society of Local
Authority Chief Executives (SOLACE); the Department of the Environment (DoE); the
Department of Finance & Personnel (DFF); the Delivery & Innovation Division (DIDY); and Arc21,

A data capture exercise was conducted during February and March 2008 across the 26 Local
Authorities and baseline information was obtained from 22 organisations on existing operations
including; customer contact, finance, procurement, HR, estates' and IT. This information was used
to develop financial estimates and benefits for a modernisation programme which includes projects
and work streams tailored to meet the specific needs of the local government sector,

This S0C follows the five-case model widely used across the public sector and will examine the
sfrategic case; economic case; fnancial case; commercial case; amd programme management case
for local government modernisation. Within the economic case, five projects for modernisation
have been identified which support a series of individual work streams. The projects identified
include: local government commen infrastructure; shared transactional services; enabling
strategies; leadership, povernance and performance and frontline customer services.

#m ﬂWMIm.mﬁﬂmﬂnmmbwuf

GG Sl e sealiead iy i i 56 0. 11 Ty ont This restructuring of Locel
focuses on local government modernisation, the data

Mwm: Hmﬁﬂmﬂhﬂhrﬂﬂmmrwm The
report highlights synergies and dependencies between modernisstion and reconfiguration, and
m&“mhm ﬁMmMmWMmm
m. : -as usual, nfiguration are outlined within the

Introduoction

Citizens and communities have certain expectations of local government which provide a basis for
the menu of services and functions offered at the local level. The projects and work streams
outlined in the SOC have been designed to enhance the citizen experience around their need for
quality services, value for money, civic leadership, multi channel delivery and customer focus,
through modernisation — see Figure 1.1 overleaf..

' Responses to the data collection exercise did not provide detailed information on estates, therefore the analysis of
this function in this document is limited, and this is an arca which should be sxamined in more detail going forward.

Dok Strategic Chnline Case (Verslon 0L5) Page §
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Figure 1.1
Defining a Vision for Local Government Modernisation

Laggamtve Framewmek Legmaien Fmewoti
Citizen | Community Expectations

: khircignrs Duisery |
e ]
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|
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R T
Communty Plesnibg Frblin Secior iniegealon

Soirce; Deloitte! Local Gavernmens Modernisation Working Graup

1.3 Summary

Based on the data collected during the data collection exercise on the current local government
landscape, this report sets out the indicative costs and benefits for each project as part of an overall
modernisation fund. These costs and benefits are based on tested approaches which will be subject
s0 modification and ratification by the modernisation team and the Strategic Leadership Board.

The total cast of a modernisation programme for local government in Northern Ireland, including
programme management costs, is estimated to be in the region of £54 milllon. Total monetary
benefits are estimated 10 be £15 million per annum, once steady state has been achieved, see Table

1.1 below,
Table 1.1
Summary of steady-state benefits and !EEmnnt:ﬁnu ¢osts across each project
Enabling The development of design strategies for HR, finance, procurement and Upw
Strategies ICT will ensure a more consistent and commen approach to E450k
modemisation. The benefits of this project are mostly intangible and
therefore unquantifiable, for example helping smooth the transiton 1o
shared services,
Leadership, This project will irmprove the overall decision making processes in Local | Up to
Giovernance Authorities by improving the capacity of leaders to make good decisions, | £3.1m
and enabled by an effective governance structure and suthject to the rigour of 2

Performance transparent performance management system. Benefits are wgain mosthy
intangible and therefore unguantifiable.

Shared This project will deliver both effectivencss and efficiency n the | Upto
Transacticnal transactional services across each of the Local Authorities. More efficient | £20m
Bervices service delivery and savings accruing frem collaborative procursment will

yield savings estimated at £13.5m p.a.

Dk Stravegle Cutling Case (Version 0.5) Page &



Department of the Environment Strategic Outline Case

Local Authority | This project will enable Local Authorities to benefit from & common | Up to
Common infrastructure environment, providing cost efficiencies and a more | £13.3m
Infrastrscture effective service for citizens. Savings are estimated at £1.5m p.a,
Fromtline This project will transform the experience of contacting local government | Up to
Cusiomer for citizens, through a redesign of delivery based around needs, Improving | £13.4m
Services pecess and availability, simplifying the peocess of sccesting services and
maintaining guarantzed service levels. However, as there is some debate
as to how these benefits should be valued, monedary benefits have not
been quantified.
Programmpe Although Programme Management is not & project in its own right, a programme
Managerent managemnent team 15 needed to owverses the various projects and work streams that
comprise the modemisation programme. Assuming the tearm comprising ve FTEs of
internal support &t £200 per day, the estimated anmual cost for propramme
management is cE240k p.a. Given that implementation is expected 1o take up to eighi
vears, a total estimated cost of at least ¢£2m s prudent,

1oz o here

quami ifiahle)

L15m pow, ab sleady-state

| midication suggests the cost could range from £30m to £60m. This figure includes

Additionally, the cost of reconfiguration has not been fully considered, but early

estimates of severance costs (for Councllors and staff), costs for the transfer of
functions, rebranding, cost of winding-up existing Councils, and additional
programme mansgemeant costs, Benefits of reconfiguration have been estimsated by
the DioE at up to £13m poa.

Bearing in mind that these are very high level estimates, this puts the todal combined
cost of modernisation and reconfiguration al up o £114m, delivering an estimated
benefit of up to £30m poa., following steady state,

Lource: Deloiite

It is anticipated that the modernisation programme will be implemented over an eight year period.
The lifespan of several projects will be determined by the Department's legislative timetable,
Support services and customer service strategies support dependent work streams which will
conclude one to two years after the introduction of the new Local Authority configurations.

The report identifies a number of potential funding options and recommendations for the
management and governance of any future modernisation challenge fund. These recommendations
have been developed through discussions with the sector, DoE and DID and may be subject to
change depending on furure decisions and legislation.

Dok Srrategic Owtline Case (Version 0.5) Page 7
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Agenda

Purpose of this presentation is to provide Strategic Leadership Board with
overview of Strategic Outline Case (SOC) on Local Government

Modernisation.

1) Approach to SOC

2) Objectives of SOC

3) Programme of Work
4) Programme Structure

5) Programme Approach

12008 Delgitte MCS Limited

The reform of Local Government consists

of two elements:

> Modernisation — enhancing people,
processes and systems to ensure
that councils can deliver a ‘world
class’ service to the citizens of
Northern Ireland.

» Reconfiguration - reorganising
council structures to reflect
Ministerial decision (11 council

model)

Deloitte was commissioned to develop
the SOC to assess options for taking
forward the Modernisation agenda.

Deloitte.
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‘ Objectives of SOC

To support local government in leading local communities and delivering
quality, customer focused services which provide value for money.

Citizen / Community Expectations

Sarvice standands
Cilizen expaciations and

ﬁ Customer Focus

[ ] LY

L] LN III - LI

=1 01 1 T - === | - .._ 1 _—
monemEn a I e __

mians R ® B[ S

E:Hﬂ —.H.w__uma_..i Quality Services
Desmocratio . Range of sanvices, assals
Excellence & innovation

2008 Deloithe MCS Limited 3
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Modernisation Programme of Work

sShared Transactional
Services

>

>

Human Resources
Procurement

¥* Finance
= ICT

Common
Infrastructure

>
»
¥

Network

Core systems (e.g. GIS)
Document Management
Desktop

Telephony

2008 Deloitte MCS Limited

v Consistent, effective and
efficient delivery of
transactional services

v £13.5m efficiency savings
per annum

v Efficiency savings

v Support for joined up
delivery

v £1.5m efficiency savings per
annum

** Costs of up to
£20m

&

*¢* Costs of up to
£13.3m

Deloitte.
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Reconfiguration Programme of Work

Reconfiguration v" 11 councils in Northern +»* Costs of up to
» Severance of councillors Ireland £60m1
and staff

v Expanded range of Local

» Transfer of Functions Government services to

> Winding-up previous population of Northern
councils
Ireland
» Re-branding .
v  £15m? efficiency savings per
annum

i These are initial estimates from DoE

€12008 Deloftte MCS Limited . Deloitte.
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Programme Approach

In considering how to approach this programme of work, we need to
understand what the ‘vision state’ or ‘end game’ is.

Pragramme?

Marthern Ireland

@ Where do we
want to ba?

What remains to be done?

® New Council
Structures to go
live’ in May 2011

What needs to be done?
What can be doner

GOAL

Whera are
we now?

09 10 11 12 i3 14 15 16
TIME

Deloitte.

E2008 Delojtte MCS Limited &
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What else can be acheived

i M st i

by 20117
Local Government
Reconfiguration ~
- ) &= S e
Frontline Customer Services \ Key risks are that:
h A /
. s » Customers see no improvement in
Enabling Strategies __ service delivery (but potentially face

increased bills)

» Money is spend on nugatory

£ Leadership, Governance &
s Performance ) | ‘localised’ technology initiatives \
| y | » Money is spend on unnecessary |
Shared Transactional Services _,, reviews and assessments |
- . ,,f » 11 councils do things 11 different \
Common Infrastructure f,,/ ways providing no consistency in /
S 4 N both approach and provision of \
" information I
e 4
. A

Deloitte.

2008 Defoithe MCS Limited 11
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‘ Programme Approach - Focus on Outcomes

Enhanced Community Planning ,_."__M_ﬁa_..__wn _H_ Enﬁ%ﬁﬁ: and

. Ability to focus budget on add-value
™ activities within Council

N Continuous Improvement

Y across Council supporting
\ enhanced assessment score
Effective and efficient q . A .
service delivery Optimum Council Rate
Flexible and empowering De-layered Organisation with
working practices | N\ | | optimised structure and staffing
. lovel

Modern working \ s ;

environment '\ . & / Single Organisation high-

y -/ customer service

: “ Efficient lean processes and operational

Optimum staff Esuﬁq_..m_w:ﬁw___ﬁmunwﬁ” - Staff with capacity and capability to drive
e e S ced . future transformation internally Deloitte.
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Deloitte.

This document is confidential and prepared solely for your information. Therefore you should not, without our prior
written consent, refer to or use our name or this document for any other purpose, disclose them or refer to them in
any prospectus or other document, or make them available or communicate them to any other party. No other party
is entitled to rely on our document for any purpose whatsoever and thus we accept no liability to any other party

who is shown or gains access to this document.

ad number 3311052, Registered office: Hill House, 1 Little New Stroet, London EC4A 3T, United Kingdom
{5 the United Kingdom member firm of Deloitte Touche Tohmatsu ('DTT), 8 Swiss Verein whose member
of Its mamber firms has any llability for each other's acts or omissions. Services are prowvided by imember

Oeloitte MCS Liméted. Regisbened in England and Wales with regisher
Delofttn MCS Limited s & subsidiary of Deloitte & Touche LLP, which
fiFms are sepavate and independent legal entibes. Malther DTT nor any
firms or thalr subsidianes and not oy OTT,
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Presentation

« Setting the scene
 Options

« Programme governance
« Resources

« Timescales

PricewaterhouseCoopers LLP

July 2008
slide 2
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Context

31 March announcement

« Vision for local government
« Strong dynamic

« 11 Council model

. Acknowledge that the strengthening of local government will
be a process not an event

. Size of challenge ahead should not be underestimated

July 2008

PricewaterhouseCoopers LLF Slide 4
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Option 3: An Evolutionary Approach

- Represents a rational, risk managed, dynamic approach to the transition
and transformation programmes
. Could be termed “Evolving from Transition to Transformation™

- A process of restructuring the councils, including:
- preparation for the transfer of new duties and functions, and
- preparatory work to lay the ground-work for the modernisation
programme.
« Opportunistic - any degree of modernisation opportunities and benefits
can/must be exploited
« Makes best use of available resources

« Offers further phasing opportunities

July 2008
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A Practical Framework for Successful Change - Overview

Stages

Design N Construct § Implement}y Operate &
4 Review

Dimensions

Strategic Direction Assess

=

i i . R e

IIIII

e o e R O P e e

- o - A - A WL

Defining the High-level  Creating the Build new Implementing local Operate the new
“Blueprint” for the new  delallad Future processes and government-wide organisations,
local govermment Service Delivery supporting IT, and council-wide daliver the benefits,
organisations and the structures and plan  |locations, org initiatives and and encourage a
“Case for Change”, and  for the organisations  structures, skills worksireams, pro- culture of
the range of work- (8.3. new org eto., to support new actively ensuring confinuous
streams that will change structures, ways of working. benefits are tracked  improvement
the organisations, while  procasses, Understand in datail and realised,
achieving short- and locations, skills, IT  the reguirements to addressing any
medium-term financial  efc), whilst also implement these shortfalls
and service delivery implernanting "qusck  across the
goals win” initiatives organisation
July 2008
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Strategic Governance Framework (Policy)

Strategic Leadership Board
DOEProgmmme |
| |
PDP B PDP C
Working Group Working Group
: Panel B: Service Dallvary Panal C: Structural Reform lssues
Relationships » Service delivery improvement « Human resources
« Community planning ~ E-government « Capadity building
+« Govemance ~ Sharad serices = Fimanca
» Centrallocal govermment ~ |5 sirategy » Estates
Relationships ~ CRM stratagy +» Regional & sub-regional design
~ Procurement
Pedformance managemeni

July 2008
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DELIVERY

11 Transiticn Management Teams (Officers)

) Tymama BO

¥ Programime delivery
*» Change management
* Devolved functions

« People issues
= Finance
« Assats/esiates

= T
« Procurement
» Govemanoe

« Performance improvement
« Communicabions

+ Development & training

« Legislation

PricewaterhouseCoopers LLP
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Timescales

« Getting on with work of PDPs

. Setting up the Regional Implementation Group (RIG) -
replacing Transferring Functions Forum

. Setting up Transition Management Teams (TMTs)
. Mobilising the Transition Committees (TC’s) - Minister’s letter

- Getting new CEXs in place and the new senior management
teams? -

July 2008
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Figure 3: A Practical Framework for Successful Change -
Draft High Level Programme Plan

Ceniral Programme Lead ISLELead
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